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THE ART OF THE STATE

About two years ago, a report titled "Data and Deci-
sion.Making in Postaecondary Educatio-n" (1973) was issued.

. This was, one of So:feral reports prepared by a task force
established by the Department' of Health, Education and
Welfare and chaired by Frank Newman (then of Stanford:
University, noW at the UniVersity of Rhode Island). This report
was issued at the same time as the task force report on graduate
educationa volatile topieWith the result that the report re-
lated -to data and decision--making was over shadowed. I had
hoped that the Association for Institutional Research, (AIR)s
the professional association most directly concernedmight
prepare a response which would be both supportive and/or
critical, as appropriate.-4n-AIR response was not leasiblebut I
believe a few tommentseven,as a persopal reaction frdm the
perspective of one 'concerned with the iestitutions of higher
educationare quite in order at a Forum With thetheme of this
one.

The focus of the task force report, as might be ex-
pected, was on data for federal decision-making and the theme
was that data on postsecondary edudation are neither adequate
nor readily available. TO illustrate the kind of data needed for
federal decision-making, the report was organized around four
questions:,What is a "college'? Who goes to college? What hap-
pens there? and What are the results? With respect to each
question, the report concluded that there are massive gaps in
the information available. I have ne diffictilty,cencurring with-
'most of the general points: we de need more meaningful
classifications of instittitions and we can no longer ignore the
non-collegiate portion of postsecondary training and educa-
tional activitieS; we 'do need to know more about the students
who enter collegiateinstitutions, those wla) enter proprietary
schools, and those who do not continue beyond high scheol;kwe
do need more'.research on the edimational process and better
understanding of the impact of the different environments in
which the educational process thrives; and we do' need more
information on the "results" of the various collegiate or ether
postsecondary exPeriences as well as on the respeclive costs.

I also concur with the three recominendations of the
task force: a) creation of a federal postsecondary education

atistical agency With specific responsibilities- for collection,
analysis,. and dissemination of data; b) continuation of basic
Higher Education General Information'Surveys (HEGIS), but
additional funding for detailed surveys based on samples, and
for longitudinal studies of high priority; and c) expansion of the
constituency of data users

,l do disagree op some details of the task force report,
both as to fact and as to concept. For example, the report con-
tended that institutional administrators and lobbyists are major

\ users-of HEGIS data and have unduly influenced both the sub-
lects to be surveyed and the formats to bp used. Quite to the
crintrary. the AIR ad hoc Committee on Aecess to Federal Data

Lois g. TOrence
UnIversity of Conne6licut

was explicitly informed in 1970-71 and, subsequently, that
final decisions on HEGIS subjects and content were more
heavily dependent on the-priorities expressed by fellow federal
agencies than those of -institutional representatives. 'Disagree-
ment with Such specifics does nat.:of course, preclude general
support of the points made in the task force report.

- In spite of the fact that the report did not receive very
much public attention; I beithveit has been a signifieant factor
in the long-time effort to improve the federal higher education
data collection, analysis 'and dissemination. Over the past few
montha we have seen the relocation of the National Center for
Education Statistics frorn the Office of Edueation to the office af'

7 the Assistant Secretary kir Education and there have been
changes in the leadership as well as reass'essnient of program
priorities within NCES. These changei auger well for an im-
proved data capability. But I would like to have us think
carefully about the nature and uses of dataespecially at
federal policymaking levels, both executive and legislative.

Since the mid-1960s the absence of adequate, timely,
and readily available federally collected data meant -that Con-
gress turned to the education associations fee infofination and
analysis needed in the policymaking process: Although poi&

-dal activity- per =sc- is precluded iortax_exempt_ institutions and
associations, the legisla/pre expected the special interest
spokesmenas is customary with Washington lobbieste
deluge Congress with relevant facts and with sophisticated
analyses related to the issues. But as Robert Andringa (1993),
Minority Staff Director of the House Committee on Education

. and Labor, has stated quite bluntly: "The higher education
community did not provide the desired research and analytical
effort to support the legislative process"' (p. 12). Andringa con-
eludes that "The polities, sociology, and economics of national,'
policy with respect to higher education receive an amazingly
low priority among die nation's intellectuals" (p. 12). I agree
withihis latter conclUsiOnand would extend the observation
to the state', and, indeed, the institutional policymaking levels as
well. .

But I would challenge what appears to be an underly-
ing assumption at the federal policymaking levelnamely, that
there, in fact, can bean entity called, variously, higher educa-
tion or postsecondary education. There is no such entity. There.
can and must be a substantial community of common interest
but as long as high value is placed on diversity in higher educe-,
tion, there will be no entityat least not voluntarily.

The Washington-based higher education associations
are reflections of the multi-faceted special interests within
higher education. Among the types of associations are: a) the .

organizations with institutional (meaning, usuallypresidential)
membership some of which cut across all typei of institutions,'
while others are limitqd to private institutions, to public instill,-
tions, or to community colleges; b) the position oriented profes-

1 4



THE ART CiF THE STATE

sienal assmiationSz such as the National Association of College
and University Business Officers (NACUBO) and the
American Association of Collegiate Registrars and Admissions
Officers (AACRAO);c) .the disciplinary-based associations,
such as the American Tolitical Science Association (APSA),
and the American Psychological Association (APA); and d) an
astonishingly large group 'of organizations that cut across lines
and reflect various slices of the higher education pid such as
American Association of Un:versity Professors (AAUP). the
Council of Graduate Schools (CGS) and Federation of Regional
Accrediting Commissions for Higher Education (FRACHE).
Varions non-profit and commercial groups add to the variety of
higher education interest groups. And, of course. many associa-
tions and organizations located outside Washington provide
still other perspectives on higher education.

Throughout most of the 1960s-----the years of rapid
growth for higher educationthe federal interest took the form
of support for construction, for organized research, and for
graduate student assistance -in various forms. None of these
programs threatened any substantial special interests and the
associations representing such inteMsts were rarely forced to
take positions at odds with other groups, indeed, if I may bor-
row from the philology of Lewis Carroll's "Through The Wok-,
ing Glass,- I would Characterize the higher education
Washington lobby as an "un-lobby." ,As programs were
periodically reconsidered, federal policymakers found it
difficult to talk with an -un-lobby."

Today, higher education associations are reorganizing;
to give greater emphasis to the role of policy analysis. and they
are taking positionsbut, with a few exceptions, each Still re-
sponds primarily from the perspective of a special interest.
There has been a shrillness to some of the dialogue between-
representatives of certain segments of higher education that
simply serves to reinforce the federal policy maker's reluctance
to depend,on the organized structures of the higher education
community for sound advice.

These and, no doubt, other factors led Dr. Andringa to
propose creation of an "independent research and analysis-
capability with the, objective of assisting -legislators and
government planners at both the state and federal levels" (p.
12). His goal would be a research organization staffed with the
best policy researchers money could buy and meriting the
rubric of "The Brookings" or "The Rand" of postsecondary
education. According to Andringa such an organization should
be free from control by any existing associations (but it should
be financed, in part, by assessments on those associations
choosing to affiliate), it should have multiple sources of fund-
ing, and it should be "guided in its policy deeisions by an ad-
visory cbuncil made up primarilY of Congressmen, executive-
branch officials, state legislators -and governors, and other
olicy-makers in need of the center's research" (p. 12). While a
nter for policy research has merit, the idea of an advisory

council to guide policy decisions -especially with the com-
position suggestedwould certainly remove such a center
from the rank of a Brookings-like institution.

National Policy Analysis
In recent montim the need for national policy analysis

has been recognized by the Carnegie Commission which has
established a Council on Policy Studies on Higher Education
arid by the American Council on Education which has devel-
oped a Policy Analysis Service. The American Council on
Education also has been attempting to pull together higher
education survey data from a wide variety of sources. Another

national data source has evolved from the staff work ih support
of the National Commission on the Financing of Postsecondary
Education, The updating of this data base will be the respon-
sibility of National Center for Educational Statistics (NCES).
Virtually all of the discussions of information and analysis for
use in higher education policy decisions emphasize the need
for significant change in or addition to present federal data col-
lection. In fact, as we well know, there have been numerous
additions to federal data collection over the past few years. I
need mention only one areeA;iqual opportunity/affirmative ac-
tionto illustrate my point. The federal statutes and regula,
tions have dispersed responsibility for these areas among
several departments and agencies with concomitant dispersal
of reporting requirements. I understand that the Internal
Revenue Service expects to join this group of agoncies by re-
quiring private institutions, if they wish to keep their tax ex-
empt status, to keep extensive records, by racial origin, and to.
file reports on all requests for admission, financial aid, and
employmentall for the purpose of being able to prove non-
discrimination. But these various reporting requirements have
little or nothing to de with.-the establishment of policy. They
are, instead, a part of the monitoring and policing procedures
which need to be utilized to ensure adherence to established
policy. However. I do, fear that heavy-handedness by way of
multiplicity in federal requiretnents for record keeping °and
reperting tend to divert institutional engeries from the very im-
portant 'substantive issues encompassed in, as in- this example,
the concept of equal opportunity/affirmative action.

Perhaps we can arrange to; have some specific higher
educaticin involvement in a mind-boggling new Commission
which was created by Congres's. last DecemberThe. National
Commission on Federal Paperwork. The Commrssion was not
yet functioning in mid-April because the President had not
made his ..appointrnentsmay we assume that the -paper-
work" is the cause of the delay? Seriously, the charge to the
commission is very broad and with the anti:ipated staff of from
30 to 60, perhaps-the 2-year life will ,,:nable them to make a lit-
tle headwaY on a mapsive problem..

The federal interest affectiowhigher education extends
-to new areas with discouraging regularity. Are you aware that
the Office of Education has promulgated regulations which arp
being called -consumer protection" rules which will be ap-
plicable to dioth non-profit' and proprietary: institutions which
enroll students who hold federally guaranteed loans (Federal
Register, 1975). As I read these rules, they seem to be directed
toward institutions which have had high default rates among
their students, but the rules do apply, of courso, to all institu-
tions with students participating in the Guaranteed Student
Loan Program, Included in the regulations are such require-
ments as the following: Prospective students must be presented
with a "complete and accurate statement . about the institu-
tion . , its faculties and facilities." Institutions offering
programs intended -to prepare students for a particular voca-
lion, trade or career field" must include infOrmalion rdgarding
employment in the field including average starting salaries of
previous studentsalthough regional or national data may be
used if "after'a reasonable effort" the institution cannot provide
i1s own data. "Career field" is interpreted to inelude college,
graduate or professional school programs. Teaching is the ex.
ample given, hut presumably also included as "career fields"
would be nursing, law. engineeringthe list could be long. In a
different vein, the rules provide that the Commissioner of
Education mill/ "require relisonahle and appropriate immures
to alleviate" any of several conditions which might have an ad-
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verse effect on the student loan program. One of these specified
conditions is a current or operating fund defit in the most re-
cent fiscal year. If the Commissioner has some suggestion for

/ alleviating this condition, I suspect most of the private institu-
tions in the country would hope that he would come forward
and quickly!

I assume this set of regulations is the forerunner of
others in the consumer protection area. I would certainly agree
with the contention that some institutions do use misleading ad-
vertising, that catalogues are not always paragons of truthbut
will the proposed remedies be designed to prevent real abuse
or will they be overwhelming for all institutions regardless of
the care with which they treat their responsibilities te students?

Congress
It woufd seem, at times, that Congress has the same

difficulty distinguishing between policymaking and ad-
ministration as, on occasion, do our higher education boards of
trustees. Did you read in mid-April about the amendment to the
House of Representatives bill authorizing 1976 funding for the
National Science Foundation (NSF)? Under this amendment,
the Director of NSF would be required to submit to Congress
each 30 days a list of all propesed grants. Either chamber could
disapprove any proposal during the subsequent 30-day period.
'Consider for a moment the nature of a national basic research
effort in which every project is tailored to avoid-a Congres-
sional line Hein veto! This bill-has not yetAnsofar as I know
passed the Senate. and I can only hope that it will not do so.

One recent development which may have more impact
on higher education public policy than any other single factor is
the recent appointment of Alice Rivlin as staff director of the
new Congressional Budget Office. Her responsibilities encom-
pass all federal matters and her ability to cut through
peripheral issues to the heart of a question should be of tremen-
dous value in the staff support of the budgetary and appropria-
hens processes in Congress. Her special knowledge of higher
education is simply an-added value.

Creation of public policy for higher education is un-
questionably a difficult task whether il is at the federal or at a
slate or local level. It is especially difficult in the context of the
higher educatioe system or systems in the United Stales. If you
will mentally draw a matrix reflecting all of the potential inter-
secting points in the higher.education decision making of the
federal government, 50 state governments, and hundreds af
local governments, and then if you will superimpose 3 catego-
ries of institutionspublic, private and proprietaryon .this
matrix, you will gel some feel for the complexities inyolved.

The policymaking process at the state level is .not the
same as at the federal level. With the exception of the service
academies and a yew few other institutions,the federal govern-
menl does nol adopt policy or make appropriations for in-
dividual institutions or systems. The policy analysis required at
the statelevel will, in most cases, differ substantially from that
needed federally. And the impact of policieswhether federal
or stateon the private sector is much more apparent and
meaningful in the context of the smeller geographic area of the
state.

"ny attempt lo generalize concerning the relationships
between public institutions and, indeed, between private in-
stitutions and the policymaking bodies within each of the 50
stales would be .foolhardy. NevertheleSs, decision.making at
the slate level probably has more day-to-day impact on our in-
stitutions than any other level-often including, I am afraid, our
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institutional decision-making processes. Having spent most of
my career in private institutions of higher education. I am read-
ing and listening with fascination to the stories of the ways in
which state legislators and executive officers arrive at deci-
sions. I also find that them-are vast differences in the roles
played by state coordinati4 agencies Or commiss;ons=ranging
from serving as the sole spokesman for the slate's public in-
stitutions, to serving as a seraening body for budgetary requests
but without any prohibitioli on institutional lobbying for
different priorities and fundi4.

'The halcyon days of frill funding and of institutional
autonomy are at least temporarq over for most public institu-
tions. The impact of state decisions on private institutions may
be less directbut there is an impact.

State Approaches
- To meet their higher education information needs,
states have adopted a variety ol approaches. Many state agen-
cies now serve as collection points for at least the HEGIS sur-
veys and often for other institutional reports prepared for
federal agencies. But since these reports are not'predicated on,
or reflective of. a coherent national policy for higher education
and since the 50 state policies differ from each other, copies of
federal reports would not appear to have high tgilit9, for,
policymakers at the state leveL We do know that most
agencies have developed their own reporting requirements for
institutionsand that, in many state, legislatures and executive
branches have felt the need to make requests for additional in-
fo rmal ion.

From the perspective of a faculty member at a state
university (University of California, Berkeley), Professor Mar-
tin Trow (1975) deplores the growth of modern management
systems with their "powerful leveling forces" and contends
that

A good deal of what has made universities really
creative has been a function of bad data collection.
Much of the best as well as the worst in higher
education has flourished in decent obscurity.
Obscurity allows for diverse practices to develop
in different fields and areas. . . Data reveal ine-
qualities which,once seen, must be either jUstified
or abolished. . - --

We ought at least to entertain the
possibility that it is not in a university's own best
interests to gather -good"i.e., systematic and
recurrentdata on as many of its own internal
operations as possible. . .

Better data, generated by better data'
systems, are demanded by governmental
authorities roost often ari the grounds of the
public's interest in better "accountability.- But I
believe it is not in the public interest for the private
life of universities to be managed closely by
remote stale officials: (pp. 123-124)

Professor Trow's position on the role of the state is, I am sure,
familiar le anyone currently employed on-a campus, whether
public or private. -

The concepts of institutional autonomy and public ac-
countability appear to be irreconcilable. In My opionion;
neither concept can bei'maintained in its purest formbut each
is essential for the continued eximence of higher education.
The dilemma of defining a compatible balance between the two
is exocerbrated in eines of financial strnss and challenges to

Accountability today is too closely tied to quantifica-
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tion, to routine procedures, and to doubts about good faith. In-
stitutional autonomy is too closely tied lo breaches of good faith,
to failure to adhere to state purposes, and tp less adequate
management skills.

We are in a difficult and potentially dynamic period for
higher education. Institutional identity is blurred as system-
wide offices grow; the public and private dichotomy is
obscured as public funds flow to private institutions and as pri-
vate gifts to public institutions increase; state responsibility for
education is tempered as federal programs evolve, The PreSi-
dent-designate of the University of California System, Dr.
DaVid S. Saxon, was recently quoted as agreeing with Kingman
Brewster of Yale that there is an increasing tendency of the
federal government to use spending power to determine educa-
tional policies. Dr. Saxon went on to say: "One of the most in-
teresting things to me about_ this is that, from the point of view
of the federal government, all -universities are-public univelF:-'
sities essentially. Stanford--or Harvardto the federal govern-
ment is just as much a public university as U.C.LA, or
Berkeley is.' So, eyerybody'S in the same boat (Chronicle of
Higher Education, 1975. p. 7). John It Silber (1975), President
of Boston University, states that ". . we should cease to speak
of public and private higher education. We should speak rather ,

of privately-sponsored versus taxpayer-sponsered institutions,
or of independent as contrasted to state irititutions (pp. 3340):
Carol yan Alstyne (1974), Chief Economist, American Council
on Education, in a discussion of student financial aid and tui-
tion policies, pointS outthat we may -be.surprised to discoyer a
possible shift in the locus of postsecondary educational deci-
sions toward the federal from the state levels of government (p.
57). She further notes that natipnal policy proposals may net
consider carefully enough "the federal nature of higher educa-
tion in this country . [that is, the] 50 different state situa-
tions (p. 55). These contravening tendencies do nothintto ease
the tasks of the decision makers.

It is my belief that thp information and policy analysis
needed for decisions should differ at the state and al the federal
levels and that policy analysis on the institutional level may
be quite a different activity. Perhaps we could make a very con-
structive contribUtion by identifyingfrom the perspective of
higher education--the information arid analysis which we feel
should be considered in the policymaking process in each Of
these contexts. But I suspect our greatest contriblition would be
in helping define the kinds of data relevant to policy issues and
the reporting techniques which will be most supportive of
evaluation of,policy, once it has been ithplemented. If institu-
tions of higher education and governments at all levels can re-
establish some measure of mutual respect and trust, thbn the
institutions should willingly provide policy-relevant and accu-
rate information and the various levels of government should

Chair

be able to deal with higher education more openly and grace-
fully.

I would urge all participants at all levels in the
pelicymaking, reporting,and monitoring proceSses to consider
carefully the import of this comment by George Herman on
CBS Radio as reported in the Washington Post:

The knowledgeable connoisseur of the Wash-
ington language will want to take a very careful
look at a recent Department of Justice release
about counter-inter- ,ence programs. Bad enough
that such programs are called co-intel-pros. But
even more astonishing, . . one discovers with
that rare thrill of discovery, that linguistic look of
wild surmise, that federal agents sought to confuse
ta:get groups by various means . . . "to provide
disinformation.-

Disinformation! A brand new coinage to
be culled from this long dull release and lovingly
preserved between the pages of a big dictionary in
which it does not otherwise. appear. At least not
yet. . .

In time, not knowing about disinformation.
will surely be a grammatical disdemeanor. . . It
may not exist ir the English language, but in
Washingtonese, I predict a mistinctly brilliant
future for it. There is no end to the malicious,dis-
chief and endlessdisconduct that may now spring
up as a result of this marvellous distake. . . It's a
new world Where disinfermation is officially
mispensed and the gullible are disled. (Dec. 3.
1974)

"Disinformation- has not been pecUliar to a single
federal agency, nor to, governmental agencies. I am quite cer-
tain that many institutions have in the past engaged in the game
of -disinformation" in dealing with federal agencies, with state
legislatures, and, indeed, with internal, constituencies. The
present art of the state, in its dealings with higher education,
may well be a reflection of the past artifice practiced by many
of us in higher education.

The relationships between governments and institu-
tions seem month by month to require almost geometrically in-
creasing amounts of timebut much of the tithe, for both par-
ties, is spent on bits and pieces, on details, rather than on
substantive issues. The_ case, or eas'es, for our diverse systems
of postsecondary education may flounder in a morass of un'-
focused and perhaps irrelevant data unless we are able to iden-
tify the significant policy issues at each level and the nature of
the information needed for decision-making at each level, I

belieVe that institutional research has an important contribution
to make in this process.
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INSTITUTIONAL RESEARCH IN A POSTSECONDA V WORLD

State government remains the chief source of funding
for higher education, and nothing on the horizon would appear
to change that observation for the future. The public senior in-
stitutions rely most heavily on ihe state for funds; the com-
munity colleges do so to a lesser but increasing eMent: and the
private institutions, although not heavily subsidized except for
tax exemptions by the state in the past, seek more state largesse
in the future. Concurrently:the state is confronted with serious
policy issues relating to support of research, public services
and adults,to falling enrollments in some public institutiona, to
the probable closure of some private liberal arts collegeS and
perhaps-some public ones, to the continuingeversupply of doc-
toral graduates, to the competition ofnew forms ar,d new in-.
stitutions of education with the collegiate sector, and to a host of
isSues relating to finance in. a period of high inflation and
severe recession.

The well-being of many institutions and the very sur-
vival of some relies on-the mutual atcommodation of the par-
Ocular college or university with the state government. In some
states this relationship is that of a single institution dealing with
governmental agencies. In other states the institution must first
find its place within a system of colleges or university
branches, and in many s fates, these systems of institutions must
relate to Other systems throogh a statewide plan of the coor-
dinating board. What,nter the particular arrangement in a state,
the individuai college or universitypublic or privatemust
take the'initiative in defining its future mission and capabilities
br some state agency is quite likely to do it, The private sector is
inducted beeause as the privates increasingly receive public
funds; directly through grants or indirectly throuill students,
the institutions become peblic de facto and will be treated as
such bY state executive and legislative agencies. The whole

..history of state government supports this .view.
With rare exceptions, institutional definitions of func-

hen and en:grew for the future will be reviewed, second-
guessed, and modified by One or more agencies of the state in
which it is located. The social and political environmenr for
resblving institution/state issues is very complex and very
,lifferent from the great expansion period of ten years ago. In-
sthational leaders and research staffs must comprehend these
enVironmental cemplexities and gear their data bases, informa-
tion sykterns, and planning efforts to this context if they are to
have.a substantial role in determining their own fates. Presi-
dents in particular must be helped by institutional researchers
to understand such external factors as demographic liendS,
vital statistics, stodent demands, and job-mrket trends, _and
such internal factor's as I shall point out later in the paper,

As, we shall observe, many presidents appear to be
unaware of the vast changes taking place in the structnre and
power relationships among agencies dealing with higher
educational matters, With the ecimpetitive challenges of new in-
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stitutions and new modes of instruction, or with the form and
content that inStitutional plans must have in order to adjust in a
positive and aggressive way to the emerging. new world of
postsecondary education.

Perhaps the least under:Ito-A part of this new world are
the fundamental shifts in power relationships among state
agencies as they relate to the planning and coordination of high--
er institutions. The social context for establishing new institn-
(ions or new roles for existing institutions in the 1960s was one

'of almost unbridled expansion and optimism. Enrollments,
funds, and buildings all grew massively, and each senior
stitution, new or old, seemed to aspire toward status as a grodu-
ate research institution. Iunior colleges proliferated to become
community colleges, and in sorne cases sought and- succeeded
in becoming senior colleges.

State governments responded to the growing complex-
ity and problems of expansion_ by creating a variety of coor-
dinating and planning boards or councils. These new agencies
and the institutions operated in a political;cornext of relative
simplicity. MoSt governors offices had small staffs and rarely
a specialist for higher education. In state legislatures a political
assistant might sometimes be found, but professionat staffs
were virtually niimexistent. Under these conditions, coordinat-
ing boards entered a neer vacuum with their fresh staffs of
professional cpecialists in planning, budgeting, and program
development. These ageocies were in an ideal positicid to
create a favorable record of accomplishment, with both the-
governor and legislature relying increasingly on the coordinat-
ing board for-planning and initiating_ policy. By the late 1960s
most such agenCies had completed one or more planning cy-
cles, and the plansalmost without exceptionanticipated
unending increases in the number of young people and the pro-
pcirtion of high school graduates who would attend'eollege.

Today, institutions and coordinating agencies face a
very different political and operational enVironment (Glenny &
Assoc., 1971). By 1970 the staffs of many governors' budget
offices expanded to include professional specialists for higher
educatj.m. These analysts,' selected fcir their competence and
experience, reviewed the budget and programming work of
both the- institutions and the statewide boards. The executive
budget became the instrument which largely determined the
allocation of funds among state setvices and among public in-
stitutions ,of higher education. As funding constrictions and
unexpected enrollment drops oecurred, coordinating staffs
tended to move toward the increasingly powerful governor and
away from the legislatute.

Concurrently, many legislatures began to actively corn-.
bat the continuing accretion of gubernatorial power. They, too,
hired professional staff for research -units and for the ap-
propriations and finance committees. In the past four years the

growth of these legislative staffs has been very great.



Specialized,staffs equal to that of the governor arc not uncom-
... mon. Economists, political scientists, .accountants, and

managers now aid legislators in dealing with the operating
agencies of government. Moreover, more legislatures than
governors have established new program review and perfor-
mimeo, audit agencies or added that function to an existing
office. It is not uncommon for a public college and university
budget request to be reviewed seriatim by the statecoordinat-
ing board, the executive budget office, arid 'from one to four
chfferent legislative committee staffs. Colleges and universities
increasingly exhaust their planning and management resources
in responding to the plethora of executive and legislative staff

. requests. Little time remains for edueational program planning
and dovelopment which legislators and governors want
desperately, and which, if institutions are to survive in the nen(
20 years, must bedone.

The environmental context is further complicated for
institutions by federally-initiated programs for buildings, con-
tinuing education, instructional equipment, and student aid.
along with the accompanying regulations for administration
arid, those dealing with affirmative action for women and
minOrities. Rather than assign administration of these programs
to existing coordinating or statewide governing boards, new
agencies were often created by the states.

Primarily because of this proliferation 'of state agencies,
the federal government sought to create a single comprehensive
planning agency in each state by means of the Education
Amendments of 1972. These so-called -1202 commissions-
(identified by the number of the section in the law) were to in-
volve all of postsecondary- education in planning and in corn-

= mission membershippublic. private, proprietary, and voca-
tional-technical institutions. A few states took advantage of this
opportunity to nnify the separate boards of the federal
programs. while others awarded the 1292 functions to the ex-
isting coordinating board. However, some 15 states created still
another new agency. The unfortunate result of these develop-
ments has been to increase,the ambiguities for responsibility
for state planning and .operations. Institutions must deal with
an array of state boards 'and commissions for segments and
systems of higher education, as well as with expanding execu-
tive and legislative staffs.

Further, federal funding patterns emerging during the
past ;five years award less money...directly to institutions and
more to students through grant andlwork-study programs. The
federal policy of aiding students through the institution has led
the government into an extremely complicated set of ad-
Ministrative arrangements with the colleges and universities,
as it attempts to achieve federal objectives rather (ham the More
.rarochial objectives of the institutions. Also, it is not clear
whether state and institutional planners have considered the

.operational consequences of federal student-aid programs,
much less recognized them as integral to the ¶otallinancing of
higher institutions. Yet if the continued thrust of federal fund-
ing is toward student aid, as appears destined. these programs
require integration operationally with similar state-aid
programs and with state financing and institutional planning.

These new complexities of the political and organiza-
tional environment for institutions require different data and
information bases as well as new perspectives on the decision-
making process. Hut probably more important for societal
welfare and institutional survival is the resolution of the con-
frontation between the new forms, modes, and types of agen-
cies for offering postsecondary education on 'he one hand, and
the higher institutions both new and old iacing drastically
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changing enrollments on the other. The optimization of
resources for higher education is already impaired by the lack
of knowledge of the scope and form of postsecondary educa-
tion, and the lack of consensus on planning strategiesand
even the need for planning.

The facts show that the -recent downturns in enroll-
ments can be attributed to a change in the percent of -high
school graduates who attend college. Census Bureau data show
that, nationally, We have already returned to the college-going
rate of 1962about 50 percent of high school graduatevand 34
percent of the age group of 18 to 21 year olds. Yet while the
college attendance rates have gone down, the number of 18 to
21 year oldsthe traditional college grotiphas increased by a
million in the last three years. The number will increase by
another million to about 16.8 million in 1980 and thereafter
drop rapidly. By 1084 there will be only 15.6 millionthe same
as Fall 1973and by 1991 the number should be only 13
miliion, the same, as the mid-1960s (U.S. Census Bureau,
1972-73).

Thus thz decline in college-going rates indicates the
competitive reality of new institutional forms and means of
offering -education. Students turn from college to look
elsewhere for education and for work. Dislocations in enroll-
ment now affect very unevenly the various states and different
types of institutions within a state. Some continue to gain
enrollments, while others suffer substantial losses; and so it
will be in the,future, at least until 1993. Therefore, it is unwise
to consider current dislocations as temporary.

Enrollment fluctuations among types of institutions is
,severe, but within institutiorth similar fluctuations take place
among the disciplines, requiring a substantial redistribution of
resources. The Census Bureau (1974) reports that in the six
years from .1966 to 1972 the biological, health, and 'social=
sciences, together with business and commerce, increased
from 30 to 39 percent. Conversely, engineering and the physi-_
cal and earth sciences were down over 30 percent, and educa-
tion by 10 percent. The data show that shifts within institutions --

may be even greater than these national averages, causing ad-
ministrators and faculties grave problems in obtaining new
professors far the expanding fields while decreasing faculty
(some tenured) in other fieldsand perhaps accomplishing
this feat within an institution . wbich is steadily losing total'
enrollment and thus ernding its funding base. In a study of state
general revenue appropriations for higher education, the
Center at Berkeley found that only two-year colleges were
keeping ahead of inflation in number of dolla.-a appropriated
per FTE student (Clenny & Kidder, 1973). That fact heavily in-
fluences the amount of flekibility and budget slack for public
institutions to respond creatively to the new conditions.

The Center's stale budgeting study also found -that
higher education has readhed a new low in terms of priority
among state services. This finding ,has been further confirmed
by a survey of the ten western state budget directors which
found that higher education had ,very low priority, well below k

elementary and secondary education.
Given this greatly changed climate of opinion and al-

titude toward higher education and the structural and political
context within which it seeks support. what are institutions and
coordinating agencies doing or intending to do for institutional
welfare? At the state level, the Center studies show -relatively
little long-range planning taking place. Coordinating agencies
and statewide boards are responding to immediate policy
issues, cn the establishment and location of institutional pro-
posed medical and veterinary schmls, and on specific sugges-
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lions for new doctoral and professional progralTis. But Yith few
exceptions among the states. planners are not engaged in con-
ceiving new initiatives in programming, in setting system goals,
in reviewing or redefining institutional missions, or in
establishing other parameters for the development of in-
dividual campuses within a-system of public and private in-
stitutions. Certainly, few paymuch attention to other postsecon-
dary-forms or agencies, much less take them specifically into
account in planning.

We also find legislators and governors much concerned
over the lack of direction and focus in higher education. I do not
suggest utter chaos at the slate level, but actions taken thus far
fall far short of political expectations and, given the conditions
and trends already known, shell of requirements to meet the
new realities. If slate-level higher education agencies appear
naive anti incapable of grasping the significance of the changes
for higher education in the postsecondary world, how do in-
stitutional leaders deal with the issues and the intensely com-
petitive relationships arising from this context? The answer is
very much like that of the state-level people. In n survey of 2500
college and universiry presidents conducted by the Center for.
the Carnegie Council for Policy Studies in Higher Education on
how institutions were responding and planning to respond to
leveling enrollments and funding patterns, we found some in-
teresting, some unexpected, and some incongruous responses.

For example we found th,i 63% of the presidents had
headcount enrollment increases of 10% or more in the past 5
years. and that 46% expect to have that much of an increase in=
the next .5 yenrs. However, whereas 16,/a% had decreases of
10% -or rnere in enrollment in the last 5 yeam only 4/..7, ex-
pect that much decrease in the next 5 years. Similar findings
depict the FTE enrollments. In the two years 1071 to 1973.
about 32% of.the presidents ...tported enrollment rednctions of
some magnitude: nevertheleSs they appear much more op-
timistic about the future, at least to 1980..

Our data also anow shifts in expenditure in real dollars
per FTE student. Only 6% of the presidents indicate a decrease
of 10% or more in real dollars per FTE student in the past 5
years. and only 4% estimate that much reduction in the future.
Our Center study on state general revenue shows only public
community colleges yell ahead of inflation in real dollars per -.

studeo.,The large state universities have not kept up, and
thus have fewer dollars per student, while state colleges and
universities haVe just kept eveh with inflation. Private institu-
tions obtain about J0 to 40% of their funds from sources which
relate little to enrollment, and thus have kept up better in real
dollar terms per student than have the public% Also, private in-
slitutions, especially the liberal arts colleges, often experienced
enrollment reductions but not comparable losses of revenue;
hence their real dollars per student increased. (Do the presi-
dents have information from their ;nstilutional research offices
on these subjects?).

Presidents expect relatively little change in funding
patterns to 1980 compared to the recent past. Although fewer
than in the past, 70% of all presidents still expect increases
from state government. Theyare much less optimistic about the
federal-government. On the other hand, they are optimistic
about private donations as opPosed to government sources.
Eighteen percent more than in 1974 expect increases.frum en-

. dowments, 10% more from foundations and corporations. and
12% more from other private donors, And 10% expect more in-
come from continuing education and related set-vices. Is there
reason to believe that some, if nut all, of these estimates for the
future are overly optimistic for a large proportion pf institutions
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in the nation? (Does your institution c the ( ata to aid in
retreating to a fall-back position if the estimates do not material-

. ize? What kinds of data will he needed?)
As an aid in assessing trends for the types of students

who would be recruited -by institutions, we asked the, presi-
dents to indicate the extensiveness of their efforts to recruit
among .nine classes of students. As one might expect, the
largest single percentage figure in either time period is toward
recruitm,m1 of traditional students. But whereas only 5% more
will recruit extensively for these. 28% -more will do so for
adults over age 22, 26% more fur evening students. 22% more
for 'off-campus students, 20% more for early adMittees from
high school, 10% more for transfer_sludents, and 17% more for
previous dropouts. Clearly. the emphasis is on the adult student
and those attending at different times and in different places
than the traditienal on-campus student. Will your information
base keep your president apprised of the shifts in those and
other types of student enrollments? A majority of presidents ex-
pect to do extensive recruiting in most of these categories in the
future. (Will you be able to tell your president how successful
he has been each term or year?) .

We also asked the presidents what, number of new
programs they expected to start for the new students they
recruit. Our day indicate that 16% fewer than in the past ex-
pect tn create new programs for ethnic minority students, but
18% more expect to dc-..) so for -adAS..over 22, 14% more for
evening students, and 13% more for off4:ampus students. Note
that there were practically no decreases in any el these catego-
ries in the past, and few decreases are expected by 1980. For
undergraduate and graduate levels, the presidents are far less
optimistic about the number of new programs than in the past.
Almost one-quarter fewer presidents estimate increases. On
the other hand. 11 percent Iriore presidents expect to increase
the number of programs for ixtension, evening, and cortinuing
education students. (Will y ur data bases.allow- monitoring (if
these exp9ctationi? What nu would he helpful to the presi-.
dent in measuring his degtve of success in achieving the objec--
tives'?)

Further, we aSked the presidents for the increases-and
decreases they expected in enrollment in the various academic
areas: Only in foreign languages, engineering, and education in
the period 1968 to 1974 do more presidents report decreases
than increases. In MP, i-pwever, the presidents expect enroll-
merits to be distributed in a somewhat differenrarray than.
the past. Far fewer presidents expect incree :es in the fine artS,-
social and biological sciences, or education than in the last five
-years. Only in engineering, business, and vocational areas are
more increases expected than in the past. On the other hand,
far fewer presidents expect the decreases in enrollment that
characterized the past in almost all of these areas, They are .
much more optimistic about engineering, foreign languages, the
physical sciences, and mathematics. Thu figure showing the
largest increase in both time periods is "vocational and techni-
cal." ,

Data on the use of various leaching-learning modps
show a slight reduction in lecture methods and fair increases in
the self-study techniques: video and audio tapes, independent
study, field work, and internships. (Will we have data to revetl
the relative costs and effectiveness of these changes in leaching
modes? What additional (lata will be required?)

The presidents' questionnaire also asked about the
elimination or consolidation of courses and programs for pur.
pmes of reallocation of resources. Few presidents have exten-
sively engaged in this activity and few expect to in the futtirp.



However, by 1980 it ,appears that the majority of presidents
will reduce certain undergraduate and graduate courses and
programs, and that the percentage who will do 'very little
drops to roughly half of that reported for 1988 to 1974.So presi-.
dents do see a need for more efficiency in the curriculum in the
future. (Do our existing data Soercei WeIn,,.adequate to provide
a measure of this efficiency?)

The questionnaire also contained a number of items on
faculties and staffs. lt would appear that presidents expect
fewer increases in all of our 8 categories, with 20 to 30% fewer
eXpecting increases in tenured and nontenured faculty, ad-
ministrators, and clerical staff in the future than in the last'5
years. Four percent fewer presidents estimate reductions in in-
structional staff by 1980 than in the recent past. They remain
optimistic about maintaining the existing level of staff or of 'in-
creasing it.

We also inquired about the rigor of standards for proA
motion, tenure, and merit increases for faculty, and found sub-
stantial increases in these standards in the last five years and
an even greater percentage (about two-thirds) reporting in-
creases by 1980. Also, efforts to evaluate the teaching compe-
tence of faculty will be on the increase in 825 of the institu-
tions. Despite this increasing control over faculty welfare and
activity, the presidents expect only modest increases in collec-
tive bargaining by faculty. Only one-third of the presidents
repert that faculty will probably be collective bargaining by
1980 as against the 13% in n74. One wonders if the faculty
Will respond so demurely!

All of our data shOw that higher education was truly
expansionist in the recent past and, while the percentage of
presidents reporting further increases by 1980 is somewhat
leis on most items, a definite sense of optimism pervades their
attitudes toward the future. Even .those who have. already
suffered enrollment and funding losses estimate the future
with sanguinity. The administrators also appear sufficiently
satisfied with their recent tactics and strategies for recruiting
new clientele, adopting new `programs_and meeting staffing
eeeds, to report no major changes in activities beyond 11\ose al-,
ready underway in 1974. Adjustment, if any, will be nlore of
the same, By doing the same they expect conditions to he better,
and certainly no worse than at present.

Given the public and pelitical attitudes about higher
education and the great changes occurring in the types and
kinds of institutions and agencies engaged in postsecondary
education, the expectations of presidents often seem
unrealistie. While.it has been my impression that state planners
and coordinators are perhaps more aware of these changed at-
litedes and conditions, they, like the presidents, also tend to
stick with the Status quo. So far, few have rocked the boat of
.complacency until a genuine crisis 'arises from reel budget cuts
by goVernors or a drastic drop in enrollment occurs,

-The dictates of Governor. Lucey of Wisconsin to the
state university system are likely. to come within the next few
years to most state systems in the nation, On hinuary 8, 1975,
the governor directed:

From: Patrick 1. Lucey. Governor State of
Wisconsin
To: Frank J. Pelisek, President, Board of Regents,

University of Wiseonsin System

Ry April 15, 1975, I asked that the Board of
Regents bring to my office and the legislature a
plan forphasing out, phasing down, or consolidat-
ing institutions and programs, including a slate-

Lymon,

rnent of language to be inserted into the 1975-77
biennial budget which would authorize imple-
mentation of the plan.

In Wisconsin this has meant a crash program to provide the
plans demanded by April 15th, a mere three months to com-
plete an extremely complex set of plans. Why did the Wiscon-
sin governor 'offer his directive? Currently, other governors as
well as legislators are asking ever more searching questions
about the role of institutions of.higher educatiOn

Higher education is unquestionably very important to
the state for improving the quality of life and the economic
welfare of its citizensan importance whiih will increase
rather than decrease in the future. However, if the college-
going rate is an indicator, what higher edutation has offered in
the past probably meets the need,s of only a minority of either
youth or adults today. The new emphasis on postsecondary
education reflects this fact.. Industrial, military, and govern-
mental training agencies. proprietary institutions and a host of
churches, social organizations, and labor unions no W. extend
opportunities highly underestimated in their number and om-
nipresence and, underrated for their educational contributions
to the citizenry. These are the institutions which predominately,
compose the postsecondary world The Commission on Non-
-traditional Education (1973) reported that over 32 million per-
-sons engage in such education---far more than the 8 to 9 million
degree enrollments in colleges and universities. The trends as

, currently perceived indicate that higher institutions will enroll
an ever-diminishing proportion of the total pool of persons who
seek education beyond the high school (Moses, 1970).

The changing institutional patterns for offering training
and education are,paralleled by an equally array of new means
of delivery such as audio and video larie cassettes, closed and
open circuit TV, and indepeadent study. The potential of these'
means_of delivery by agencies other -than collegea has as yet
hardly been tapped.

As We note from the responses of presidents to the
Center questionnaire and other sources, higher institutions
have made some aggressive moves to compete in this new en-
vironment., Colleges give credit for previous experience, for
participation in social action, for.a year abroad, and for other
activities historically foreign to higher education. However, few
of these build up campus enrollments or credit heurs for bud-
get-generating purposes.

-As enrollments drop orlevel off, staffs of higher institu-
hong seek new constituencies 'ka sermprimarily adults from
all walks of life as well as low-income students, Private col-
leges make contracts with industries for adult education and
also engage in extension activities formerly-the sole province of
the large metropolitan private university. State colleges, badly
affected by enrollment slippage: offered-little extension work
in the past but now do so through off-campits centers, late
evening and weekend classes, and correspondence courses
much of which has recently been relabeled for residence
credit.

The greatest uncertainty, given these new thrusts
toward attracting the adult student, is knoWledge of the exact
size of the adult education. pool, Some enrollment projections
for higher (not postsecondary) education Assume lhat Molts
Will more than make up for any enrollment losses of young peo-.
pie. Other scholars, and this author, are not convinced that the
rate of growth .of adults in colleges and universities will be
much larger than the increase in the overall population. Rather,
the options made available to adults in other types of post sec-
ondary institutions will be those chosen, Nevertheless, many



INSTITUTIONAL RESEARCH

four-year institutions both public and private that have never
catered previously to adult needs now actively recruitsuch stu-
dents. A few will be successful, others will waste resources in
the attempt to 'meet a market which does not materialize.

If adults are successfully recruited to make;,up for
enrollment declines among young people in public institutions.
Lhe state faces an important policy issue. In the past most4irect
costs of extension and offampus courses were paid by the
stAent; now..by viving resident credit for such work. many
state institutions bring these enrollmepts within state-funding
formulas for regular daytime students. Few states have faced
this issue directly, but the time has corne for most states to
decide on role responsibilities for financing atl:ilts.

More, importantly, the new instructional forms and
modes are nut minor adjustments in education: They have
revolutionary import and should be at the heart of institutional
planning. Nisbet (1974) has called for reassessment of institu-
tional missions and goals in the face of such change: He pre-
dicts that most colleges and universities will become more
parochial, meeting local and regional interests and needs rather
than national ones.

Governors and legislators are aware, sometimes
seemingly more acutely than educators, that the climate and en-
vironment for postsecondary education is in a volatile state of
flux. They want the state-level agencies and the institutions to
take a more ytudied and aggressive stand on how and in what
dimensions each campus will fit into the new spectrum uf
agencies and modes of education. What they really want is
probably impossible to provide in absolute deiail. But what
they observe is that which is reported by the presidents. some
tightening up On courses and programs and on number of
faculty, but not much; and a great deal of laissez-faire thinking
that the future will be little differ-ant from the past.

State pressures for better and more comprehensive
long-range planning are undoubtedly going to come from the
politicians and will be directed at the state coordinating and
planning boards. Individual institution§ will be 'caught in the,
intricate web of committees, task furces, and special teams
which large-scale planning efforts et the state level entail. Very
few presidents will have well-thought-out ideas aboat the
future rolesftnd functions that their institutions can perform op-
timally witbin the competitive postsecondary environment, and
fewer still will have actual plans to achieve their objectives.
Thus, most institutions and campuses will be vulnerable to the
point of helplessness to ideas and designs imposed oh them by
outside forces and agencies.

An aggressive, realistic planning mode -is the best
defense against imposition from without of roles and pregrams
for an individual institution. The stance requires new perspec-
tives on the institutional role in the wide spectrum of postsecon-
dary institutions and also new data bases for providing more

meaningful assessments of internal operations and of faculty
and student trends that bear on policy- issues.

Fairly accurate current data with a ten-year historical
base seem imperative in assessing an institutional position.
Data bases need to be laid for determining: what types of stu-
dents are distributed among courses and programs; whether
new and adult students fit successfully into existing curricula:.
the types of student who 'drop out in compariSon with the past;
the reasons for dropping out and where the studeris go; how
age, training, and tenure of faculty' members affec; program
change, and student attendance and persistence; the societal
performance of students after graduation or certification; the
relationship of program to student self-development, social
adaptation, and career success; student entry; admission and
graduation rates; internal procedures for admission. tramfer,
and graduation; and the responsiveness, durability, and suc-
cess of curricular innovations as they relate to the several types .

of students. These data and many more pieces of information
muit be analyzed on a continuous basis.

- Policy and planning purposes require assessment from
any new or expanded data sources, with the results provided in
a format which is easily and quickly- understood by the
policymakers on campus and off. Elaborate costing studies can
be much more .easily _boiled down By using Warren Gulko's
Cost Information afill- Reporting System than by the more
elaborate and detailed reports produced by NCHEMS or CAM-
PUS mOdels. Models for management of faculty such as that de-
veloped by Hopkins at Stanford. arid those of Balderston on in-
ternal resource control, are not elaborate or complicated but
can effectively comprehend an extremely complex set of vari-
ables and yet be quickly grasped hy college administrators.

Too, institutional research staffs and policy analysis
groups can centribute substantially to the well-being of an in-
stitution by aggressively pursuing with state agencies objec-
tives and goals backed by data-based realism and imaginative
analysis. State plans can then support Strong institutional plans
rather than initiate models and procedures for imposing state-
conceived priorities. An institutional planning vacuum invites
state intervention and domination, Whether through a state plan
or ad hoc decisions. A well-thought-out plan based on realistic
assessment of an institution's strengths and potential invites
state support and cooperation rather than control. At a
minimum, an institution ought to know more abbot its students,
faculty, programs, operations, and plans than the state agen-
ciesa condition often unverified by current research.

The future- is not bleak for institutions and staffs that .

recognize the trends and take appropriate actions to either
change a trend or to respond to its demands in meaningful
ways. But analyses, plans, and action must he bywords if suc-
cess is to be assured.
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THE TRANSACTIONAL FRAME OF INFORMATION

A few years ago two graffiti appeared on the walls of
the New York subway. Some one first wrote; "God is the
answer." Below it some on later scrawled: -What is the ques-
tion?"

I think that in certain ways this sequence parallels the
recent history of the development of modern information
systems._ What ever the question might be, we believed that
"information" was the answer. In this belief we were not
mistaken. But how far our elaborate and sophisticated panoply
of "information systems" is yielding us the kind of "informa-
tion" currently required and whether we can be confident that
our systems are being put to proper use are issues now de- 5
mending attention.

Although I have personally been involved in the devel-
opment and use of an information system, I by no means claim
to be an expert in the technology of the subject. As a university
dean, planner, and vice-president. I have dipped ray toe in

. such systems; have several times been in them up to my neck;
and on'rnore than one occasion have nearly drowned under the
flood of information now being spewed out. What concerns me
today is not the technical side of the subject; rather, I want to
talk about an emerging' series of problems, having to do-with
the nature and functioning of our contemporary information
systems in the present contesta context radically different
from that in which, a few years ago, they were born.

I shall come presently to a listing and an analysis of
these, problems. Before doing so, however, let me state my
central theme: namely, that these problems arise in the context
of what we might call "the human side of information." Much
too naively, we have tended to assume that information is a
"thing-in-itself," something we can "gather," "store,"
"deliver," even "give" to somoone. In factilt is no such thing; it
is a relational concept of very considerable functional complex-
ity. The acquisition, use and transmission of information, for
example, are not processes divorcible from the real (as opposed
to the apparent) decision-making process of a given institution,
nor from its goals and objectives. Nor are they divorcible from
the real (as opposed to the apparent) communicaHon system of
the institution. If information systems are not being quite as
"informative" and useful as we had hoped they might be, the
causes are to be traced to certain changes in those highly com-
plex transactions between and amongst human beings which
are presupposed in The very construction as vt4ll as the use (or
misuse) of an information system. The whole "transactional
frame" of human relationship's has been undergoing drastic
changes, changes which call for our atteotion and reflection.
My remarks, then, will be directed to an analysis of the
transactional frame af an information system.

Some Emerging Problems
As john Dewey pointed-out, we normally ,engage in
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reflective inquiry only when something puts a stop to. suc-
cessful-action. Why has the topic of "information" appeared on
the agenda of this conference, in conjunction (and ap-
propriately so) with the other two topicsdecision-making and
the goals of postsecondary education? Do we reallY need infor-
mation about informationwhich surely is our stock in trade?
But if not, why are we here? For my part, I think there are in-
dee'd questions to which answers, or responseS, are needed;
and I shall list a few issues about which I consider some reflec-
tive inquiry is relevant and necessary. I select four only, from a
potentially _much larger list.
(1) In the first place, there is the problem of the "scarcity of at-

tentional resourcas" amongst the "managers" of an institu,
Lion or organization, for whom (as we say) we are "gather-
ing information";

(2) Secondly, there is-the problem of communication of infor-
mation;
Thirdly, there is the impact of new decision structures and
styles on the development and use of an information

. system:
Fourthly, there is the impact of new kinda of relationships
within an institution (or between an institution and the ex-

-; ternal world) upon the development and use of an infor-
i.mation system.

The Scarcity of Attentional Resources_ -
As Herbert Simon (1973) has recently pointed out,

ninny of the efforts to design information systems "took over,
implicitly, the assumptions of a past society where information
rather than attention waethe scarce resource" (p. 271). Nowa-
days the situation is reversed. We are (as we say) flooded with
information; hence it is not accidental that, a few moments ago,
I spoke of "being drowned" in it. (As one of my colleagues has
put it, we wanted a fountain of knowledge, not a fire hydrant!
Or one is reminded of the story of the Sorcerer's Apprentice
who learned how to turn on a supply of water but not how to
stop it,) There is a sense In which fat more "information," or at
least data, is being produced than can be intelligently used by
senior management:The "attentional resource time- of senior
management, as Simorr notesr, is a scaree commodityand.
becoming scarcer as, in this period of retrenchment and dis-
order, other prublerris become intensified and magnified.

The net consequence is that them are always facts "in
the system," often vital, which do not float to the.lop and attract
the attention of senior executives because the pressing problem
at the top is not perceived, or is definitely mispereeived, by
those lower down, Nothing is more striking, for example, than
this facet of the Cuban missile crisis, as analyzed by Allison
(1971) in his Essence of Decision: namely, that many of the
facts President Kennedy needed to know were "in the system"
but failed to reach him because no one saw their significance.



Premier Khruschev was in like case. No dou'A everyone can
provide his own local example of this prJblem, which, I
believe, will get increasingly severe as, in our large and com-
plex institutions, financial pinch turns to financial crunch and
genuine crisis develops. We speak of "the information- explo-
sion:" we forget_ that there is 9 parallel consequence. "the ig-
norance explosion." We say that you can't afford to be ignorant;
but equally, there is a acme in which you can't afford eat to be
ignorant. (Try to know everything, and you will be-swamped.)
As Simon (1973) remarks, our information systems are gang
to need some better alignment with the realities of the decision-
making process than is currently the case.

The Communication of Information
If your experience is like mine, you will have found

that there are great barriers to communication within the in-
stitution of the-information we do have. We speak a. technical
language whichactually repels manrof those with whom we
are trying to. communicate. Where a language is not under-
stood, its use arouses positive suspicion. (When two strangers
switch language ia your presence; de you not suspect they are
speaking adversely about you?) Many will not take the trouble

- to learn our language: to learn any language, you must have
some faith that what you are being asked to learn is of value
and significance to you. As the Quakers say, there are times
when I must "speak to .your condition." Etit if I cannot even
communicate with' yolf, because of some language barrier, I
certainly cannot be informing younot, of course. just in the
sense of "telling you," but in the sense -of helping you to
become more knowledgeable and insightful. ln past times,
when the work of information systems personnel did not im-
pinge very greatly on our Colleagues, the attitude to us was one
ef indifference or tolerance. Its inipact is now increasing; and
as they become aware of this change, they may well become
positively hostile toward us.

New Decision Structurewand Their Impact
My remarks thus far seem to be-in part contradictory.

On the one hand, I have noted that we have in our possession
plenty of facts which never get used; on the other, I have just_
been speaking of an increasing (and increasingly sensed) im-
pact of information systems. The contradiction is,resolved if we
stop to consider that old decision structures and styles are
rapidly being eroded and new ones taking their place. During
the decade of the 1960s most of our institutions moved ,away
from older and Much simpler systems of =decision-making,
which might be characterized as belonging to an "age of
authority," in the direction of much more "participatory"
modes. Whatever gains may thereby have been achieved, it is
undeniable that,Lhe prceess of decision-making increased in
complexity by several orders of magnitude. The result is that
we are nowadays confronted with a beWilderingly intricate
systemif it can stig be called a "systern"of decision-mak-
ing. Within a large and highly differentiatell university, the task
of getting any decision out of the system grows more and more
onerousand especially so as with the disappear.loce of slack
or reserves within the syStem, easy solutions placating all fac-
tions are no longer pOssible.1

First, the formal system of decision-making within
many institutions becoming much more complex and un-
manageable; conversely, the real loci of decision-making arc
being shifted, For instance, the-real-(as opposed to the nominal
or formal) powers of presidents and boards of trustees have
become severely attenuated, as collegeS and universities have

William M. Sibley

steadily been losing Lheir old autonomy. Secondly, some of the
new loci of decision-making are hidden. Here we encounter
the phenomenon noted by Glenny (in his 1971 address to the
Association for institutional Research) of the "anonymous
leaders" of higher education: some unidentifiable bureaucrat
hidden in the bowels of same branch of the civil service or of,
your state-wide coordinating board may be having a most pro-
found influence on what will happen to your institution by the
way in which he filters, and perhaps greatly distorts, the-infor-
mation flow as it passes his desk. His objectives, or those of the
persons for whom he works, may in fact be quite different (and
frequently are) from those of the governing board of your in-
stitution. They may also, of course, be in conflict with the
professed or real objectives of other governmentalAgencies,
local or national. Precisely for whom. one wonders, are we
really -gathering -information'"? -

The fact is (at least with respect to large, complex,
-multiversities") that we can no longer talk in simplistic
fashion about "the managers" of the institution. Yet We cannot
talk sensibly about a "management information system" with-
out knowing who -arc "the managers". i.e., the influential deci-
sion-makers. The difficulty-is that there are now jukt, too Many
of themL-and with diverse, incoherent, and evea:conflicting
objectives. There is no point in talking, in abstract terms, about
-objectives.- Whose objectives?" is always the centxal _gees-
tion to be pressed. If I am not mistaken,. information syStem
personnel are goingto become somewhat mangled in this
jungle of incoherent, conflicting and, what is worse; hidden ob-
jectives. One and theAame set of facts (e.g., the low cost of un-
dergraduate credit hoursin your Faculty of Arts) may help'you
make an argument for "efficiency," and strengthen your case
for funding with your government; the sanie set of data, if
published, may enrage the Arts professors within your univer-
sity. Examples of a like kind are easily multiplied.

New Transactional Relationshipsand -Their Impact
Not only has there been the impact upon oui institu.

tions of higher learning of new decision styles -arid structures,
overt or hidden; of equal or greater significance is the impact of
new kinds of relationships governing the transactions between
and amongst the members of an institution. "Participatary de-
cision-making structures were hardly in place when the cur-
rent period of "storm and stress" hit us. Over the last few
years, we have been encountering a whole series of shocks to
our systems. In many institutions, enrollment began-to decline,
either absolutely or relatively. Even where it was held
relatively steady overall, there have frequently been internal
shifts which can produce most serious-difficulties with respect
to resource allocation, In many jurisdictions the acquisition of
essential funding has become much more difficult, as a mood of

, disenchantment with higher education has taken hold of the
public and of legislative bodies. As growth ceases or
diminishes, as financial structures fail to cope with the
problems of an era which they never were.at all well designed
in the first place to meet, dissatisfaction and insecurity amongst
staff mount to the point where former mechanisma of conflict
resolution start to break down. The entire transactional ftame
of relationships undergoes alteration to the point Where we
may be looking not at a system change but at a system break.

Consider, for example, the increasing role of collective
bargaining, especially academic collective bargaining, on the
campus. Even where such bargaining is not formally present,
the lively possibility of its advent is having a marked effect. The'
"collegial" style of governance now co-exists in uneasy jux-
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taposition with the "adversarial" mixle formally inherent in the
structure of collective bargaining. In this new context. informa-
tion systems are hound to hecome objects first of study and
then of dispute. Access to information is demanded: is not in-
formation power? Getting "an agreed statement of facts,"
however. in an adversarial situation is frequently as difficult as
settling the dispute itself. Values are presupposed in the very
way in which we "appreciate" or assess or see a situation. as
well as in our stance regarding what should be done. In every
-fact," except perhaps the most elementarY, there is usually
some element of theory or interpretation. When we report as a
"fact- that the cost of a credit hour in a given faculty is $50, we
are in reality building in opinions, -judgment calls."' and
values. (It has been well said that prices are facts, but costs are
odinions.) To the degree to which collegial attitudes weaken,
and the valence bonds holding an institution together dissolve,
trust and faith diminish also. Not only the use but the very
foundations of our information systems will then come under
scrutiny and attack. The attitude of suspicion and hostility of
which I spoke earlier will become more marked. As we all
know, some modes of counting staff and students may be a
matter of indifference: others will vitally affect the internal dis-
tribution of resodrces. Sensing the significance of our work,
faculty may come to sec the necessity of learning our language.
Instead of its then being used as a mode of commund.ation.
however, for the better achievement of common purpose it
may well be used in a destructive or blocking mode. Wh.
"facts" are to count? Those which are important, no doubt. ; ut
important to Whom? As collegiality and community weaken.
such koblems will tend to become more serious.

We may put the matter as follows: rather carelessly, we
have become habituated to thinking of -information- as just
neutral "input'',.into a decision-making process. But "informa-
tion" is itself "Output.- In future, questions will be pushed and
argument will ensue over such issues as: Just whai was the in-
put into your information system? What values, whose values,
and whose "judgment calls- does it presucipose? As battle
lines arc drawn and divisions hardened, the role of the infor-
mation system is bound to become increasingly difficult. In pro-
portion as decision-making structures and power relationships,
change, and the context in which we operate becomes much
more "-politicized." nothing can remain the sameincluding
our information systems.

Other 'changes are going to occur. One dominant
characteristic of our contemporary information systems is their
emphasis upon the readilY quantifiable, and the establishing of
systematic, logical or mathematical relationships amongst the
quantified components. All of this work has been of the
greatest value, if for no other than heuristic reasons: we learn
all kinds of things about our institutions (often about its organi-
zational faults), which otherwise we would never have dis-
covered. Insofar as the information is actually used to make sig-
nificant and desirable-changes within an institution, e.g., for
-shifts in resource allocations, it clearly has a second kind Of
value. Thirdly. it has a most necessary defensive value, if (as is
usually the case) your college or university must meet inquiries
from funding agencies who, if .necessary, will make their own
judgments of comparability without your input, should you
have none'ready. What I want to add however, is that as deci-
sion structures and styles change and as new relationships be-
tween participants come into being, new kinds of information
of a non-logical, non-mathematical type will lie demanded.

For example, if you have ever been involved in a bitter .

tenure dispute, the kind of -information- at stake can hardly be
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: quantified at all, it is much more .a matter of who said what, at
what precise time, in what context, under what policies and
rules, with what motives and what degree of objectivity, and so
forth, As a second example, take all of the problems arising Out
of the "opening" of "personal files" on staff and students. All
of the issues arising at this point have to do with "information"
in some sense of the word, hut of a type not contained in what
we would typically call "en infoemation system," Frequently
the information your president desperately needs is about the
external world: What really is behind the latest governmental
move? Or he needs information about the political state of the
university: Will Pmfessor Gadfly be at that critical Senate
meeting tomorrow? and if so, with whom:has he been in caucus
and how will he and they vote?

Let me bring these issues into focus by raising this
question (about an imaginary place we shall call Puddlebury
University): What is it for me to be well-informed about Pod-
dlebury University? What operational tests would you, as infer-
mation experts, resident in Puddlebury, put me through to
determine the answer? Certainly. I would have to know and
grasp the multiplicity of quantitative facts, and their interrela-
tionships, as provided by your information system. But depend-
ing on the circumstances I might need to know a great deal
moreabout the traditions. customs, and ethos of Puddlebury:
about its history; about its people, noCas abstract numbers, hut
as individuals; about the real, not the paper, structure and
organization; and so un, I might need to know all of this, almost
as a citizen of Puddlebury wouldfrom the inside, so to speak.
And the reason I mlght (would) want to know all these things is
that if I did not, I might have no insights or advice to give about
the real and current inoblems of Puddlebury University, To be
well-informed:I suggest, is to understand in such a way as to
be able to advise on a course of action. "Information" is not a
thing-in-itself, not an absolute: it is context-bound, and the con-
text always includes reference to the question: What'ure we to
do? If we do not grasp something of the import of this question,
and the likely consequences of available options, we do not
know what the criteria of a useful answer would he. Irt that
case, though we may be walking encyclopedias of "facts" or
"data," we do not hiwc insight, and in that sense cannel be
truly well-informed.

The Cone of Resolution
In order to convey what has been happening, let rne ask
form an image. which I shall call "the cone of resolu-
Imagine you are at the apex of a cone. several thousand

over Puddlebury. You are the president; Puddlebury is still
small and simple in its structure; and you have been a lifelong
citizen of the institution. You can "take in' all of Puddlebnry
from this`hlgh vantage point. But you can also descend to the
middle of the cone, where more resolution of detail is possible.
Still further: you can get down to ground level; you know every
net square foot of Puddlebury, what is happening in every
t ' uratory and classroom, and, what is .most important, you
I. v every staff member, and indeed, most of the students, as
p -.ons. As the influential decision-maker, you do have an -in-
formation system." To be sure, it is not of the modern type:.
nonetheless it has a unity and coherence of its own, and these
are the hallmarks of a system.

Now suppose that Puddlebury grows enormously. New
disciplines and sub-disciplines appear, of which (quite frankly)
you, though president, know nothing. The institution. besides
growing in scale beyond anyone's comprehension,
simultaneously becomes more complex. No longer can you get



down to ground level: you are being forced upiards, steadily
upwards, toward the top of the cone. You become more and
more dependent upon those below you to supply the significant
and vital details you need to know. You become increasingly
remote from them; either they do not understand your
problems at all, and hence sit on facts you need to-know, or
they may totally misperceive your problems, and send up silly
or trivial databy the am.

. For a time, however, all is reasonably well. Enroll-
ments and revenues continue to climb. You are still in an era of
growth, and with rising revefmes you manage to contain con-
flicts among all of the content:Jig factions. You have developed
a good information system, which helps you to argue your case
for funding before your government or state-wide board. It is a
rational, logical system; its findings are "Open"; and decisions
at Puddlebury are now being made in a much more participato-
ry mode, instead of the personalized mode uf bygone days. As
c:implexity increases, however; as financial conditions steadily
worsen; as new factions cm-rge; as the whole climate gets
politicized; as the numbers of ri.1 decision-makers (some hid-
den) multiply, you are forced upwai (Is again, right to the top of
the cone, But the top of the cone is a prim =it is (in mathemati-
cal language) the degenerate case. Puddiebury University is
becoming more and more blurred from your view, obscured by
the dust and smoke of the battles: now taking place below.
While still important, the information system 'you built in the
19605 no longer embraces many of the vital things you need to
know in your- present predicament. To the degree that, more
and more, you need intormation of a political kind, what is re-
quired is-an information system with a different data base. The
conditions of your being well-informed are being altered.

In brief: our modes of university governance, our deci-
sion-making stylcs and structures, and our "information
systems." all change together. -The highly rational, logical,
systematic type of information system which we have all been
engaged in developing emerged in a 'context which is now
passing away. The transactional frame in which we have de-
veloped our contemporary information systems was embedded
in a context which is now vanishing, as decision-making is
altered and as adversarial relationships displace, or threaten to
displace, old collegial relationships. The old valence bonds,
which kept intact the nation, our political institutions, and our
academic institutions, are being eroded and disrupted. We are
entering or living in a new era; and in this new set of transac-
tional relationships, those of us who are engaged in -informa-
tion systems" work cannot hope to remain neutral and
unscathed.

The Elements of a Transactional Analysis
If 1 am at all right in my contention that, in one impor-

tant sense of the term, "information" is not a "thing-in-itself,"
but is a relational concept, and hence context-bound and ac-
tion-oriented; and that the passage from being ignorant to being
well-informed depends upon a complex set of relationships
and transactions% amongst human beings; then, if We are to
understand What is happening, and how we may be affected,
we need to take note of a whole network of transactions un-
derlying communication and therefore the transmission of in-
formation. We need to understand all that is occurring when
we unpack the following sorts of questions:

Who is speaking: What is he saying? How is his
message shaped (i.e., by what rules and purposes)? To.whom
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is he speaking? Through whet channels or communication
modes? To whot.erffect?

Take the first question. Unless you as the'speaker have
genuine credibility, the process of making me informed cannot
even get started, lf.I cannot believe in you, I cannot believe
what you say, and you can never succeed in truly informing
ineeven though everything you are saying may be true. Sec-
ondly, I must at least understand your message. You have the
obligation to make it clear, and I have an obligation to try, to
learn the language in which you are speaking. Such an effart
requires belief on my part that what you are saying is of rele-
vance and significance to me, Thirdly, what rules and what
purposes shape your message? If I suspect that the rules and

_values which dictate your "judgment calls" and influence your
analysis are not what they seem to be, and indeed may be such
as to injure me, then confidence, communication, and informa-
tion transfer will all be vitally affected. (The next time you
want genuine information from me, especially of the "soft"
kind, you are going to meet a lot of drag or resistance.)

. 70 whom are you speaking? Probably to a multiplicity
Of target 'audienceswithin and without your institution. Here
you are trapped; but your only recourse (and admittedly this
can be very difficult) is to be as candid as you can be about
whose rules and values you are operating on in doing your
work. Next, through what channels or modes are'you speak-
in0 Sender and receiver will each have his own cognitive
maps and cognitive filters, which are bound to distort the
message. And despite'your best efforts, there will be plehty of
-noise" jamming the signal, especially in times of .crisis, ten-
sion, and dispute. The mode of communication can be impor-
tant. For instance, if I have learned one simple thing about com-
munication, it i's that good news can safely be put in a letter:
bad news should always be given face-to-face. Finally, what
effect you have will depend on a host of factors outside your
control. In the situation now facing us, the one-essential thing,
that we Must try to do is to retain at all costs our credibility. As
everything gets more politicized, and as factionalism increases,
this task is going. to be far from easy. Perhaps as institutional
researchers we cannot retain our hoped-for role as dispassion-
ate neutrals. Perhaps we are going to he drawn more and more
right into the thick of the battle.

Conclusion
If I have one anxiety as I conclude, it is that I might he

misunderstood on one cardinal point. Let me reiterate that I
believe very strongly in the positive values inherent in the de-
velopment and improvement of contemporary information
systems. I am not for a moment suggesting we abandon them--
though occasionally I do wonder whether we have created an
informational fat man who needs to go on a severely restricted
diet, Rather, I have been trying to make more clear to myself
(and l hope in some measure to you) the new kinds of
difficulties we are encountering, and the central reason for
these difficulties: namely, that "information" rests on "com-
munication," and that both are being radically affected by the
altered context in which we are living. We ignore-that new con-
text at our peril. We must not blind ourselves to these changes
and their significance for usboth as professionals and as in-

=

dividuals.
If to any modest and useful degree I have been -speak-

ing to your ceMdition,- I am well content.
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INFORMATION USEFUL FOR ACADEMIC
DEPARTMENT PLANNING AND MANAGEMENT

Academic "departments- (sometimes synonymous
N,v;`.11 school, college, or division) are the basic organizational
units within which the, educetional programs of an institution
are executed, where critical resources are assigned and
utilized, and where the administrators of these units are faced
with handling the multiplicity of demands of faculty, students,
institutional administrators, the legislature, and doriord'
nressel, Johnson, & Marcus, 1970; Brann, 1972). The current

,,-.ational environment of constraining budgets, reallocation
ul existing resources, shifting student demand, and increased
faculty interest in the planning process demand that academic
department administrators exercise ample skill in organizing
-and using information for planning and managing their
resources and 'activities.,

During the 1950s and 1960s, it was generally possible
to honor most funding requests. Today, however, academic
department administrators are 'placed in situations where
difficult choices must be made and relative values placed on
alternative flies of resources (Hoenack, Meagher. Weiler, &
Ziligitt, 1974). Moreracademic dep'artment administrators are
beginning to recognize the need to investigate the variety of
planning and management options available to their organize-.
tional unit. Their are finding out that they need to be able to ar-
ticulate their situation more clearly, justify their resource
utilization more objectively, and describe their role within the
overall management of The institution more definitively. Thus,
in order to promote a more effective operation of the institution,
academic departments must be provided with the means
through Which they can plan and manage their resources effi-
ciently:,

The purpose of this paper is to discuss an approach that
can be used by department administrators to facilitate their
planning and management tasks through self-anal9sis or inter-
nal management of their unit. The approach focuses on iden-
tifying and examining information about tlie functions, de-
mands. resources, and outcomes of an -academic departmentz
(Miyataki & Gray. 1975). It has been said that information is the
"lifeblood!' of planning and management and is essential to
decision-making (Emery. 1969). Especially for planning and
management, information can serve as a resource to reduce the
uncertainty imposed by the current environment by attempting'
to clarify the choices (or lack of choices) available to the deci-
sion-maker. Information can also facilitate intercommunication
among the various organizational Orpts and academic depart-
ments within the institution.

From an information-based approach, a greater under-
standing can be reached regarding the type and level of deci-
sions that must be . made by . academic departments
(Featherstone, 1972), those that must be made or influenced by
other levela"of administration, and those- that can be made
jointly by the department and other levels of administration.

This paper discusses: (a) a perspective that can be

Glenn K Miyatoki and Robert G. Gray,
National Center for Higher Education

Management Systems

employed to assist in identifying informatien needs of a depart-
went: (b) categories of information needed to support the plan-
iiing and management process; (c) technological and organiza-
tional irnplications associated with obtaining and using the in-
formation; and (d) areas for future instifutional reaearch.

A Perspective for Academic Department Planning and
Management

The operarm of a typical academic department is il-
lustrated in Figurel, This particular perspective indicates that
a viable way to vievilhe academic department is through the
various functions, demands, resources, and outcomes that are
produced by its operation. In addition, the figure shows that
societal and institutional =guidelines and constraints must also
be considered. The figure emphasizes that one way to improve
decision-making is through a better understanding of these fac-
tors and how they relate to each other,

Underlying the operation of the academic department -

are the various concerns and tas s to be accomplished by Lhe

Figure
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administrator. Although administrative styles and orgarazation-
al structures vary among departments, many common planning
and management concerns can be identified. For example.
degree program requirements, student enrollments, size of
budget, faculty availability, institutional and academic policies.
educational innovations and objectives can influence the tat-
ministrator's planning of the type and level of specific activities
to be conducted by the department.

Along with- the identification of the department's ac-
tivities, the administrator has the major lask of determining the
availability, assignment, and utilization of human, physical.
and finandial resources. For example, the assignments of
faculty must be planned in a manner that will best accomplish
the various functions-and activities of the unit. Another crucial
task is for the administrator to assess the outcomes produced by
the unit and the extent to which the demands of donors, stu-
dents, faculty, anti the institution are being met. Finally. the ad-
ministrator must formulate the various planning requirements
into plans and budgets that will serve as the bases for negotia-
tion. communication and submission to the inStitutional office.

Thus. Figure 1 pictures the department's functions and
activities as the heart of its operations and provides a basis for
identifying the key tasks of the department administrator.

Information Needs, Unit of Focus, and Procedures
From the academic department planning and manage-

ment process, information needs can be identified. To support
the use of information, however, the information must be
organized and associated with an entity or a unit of focus Pro-
cedures that would delineate how the information can be ob-
tained, assessed, and utilized are also needed.

The first step in the planning and management of the
academic department is to sort out and gain an understanding
of the full array of functions to be performed by the unit
(Dressel, et al, 1970). While many of the functions of a depart-
ment are in response to student needs (courses, thesis advising,
student counseling), some are in response to commitments to
external funders (research), some are in response to institu-
tional commitments (committee work, public appearances).
and still others are in response to department operating pro-
cedures (academic advising, faculty recruitment, personnel de-
velopment). These functions can be referred to as the units of
focus.]

Once the unit of focus has been identified, it is possible
to identify categories of information that will describe or tell
something about each function: the 'kinds and amount of
Nsources to be utilized; whom the activities are to serve; what
the planned levels of operation are; what funds_ will be ex-
pended; and what outcomes are planned. The description of a
single or aggregate group of functions will help the administra-
tor to make more -Informed decisions and judgments abbut
alternative resource allocations.

The categories of information that the authors have
found to be useful to a department administrator are:

Information About Demands identifies the teaching
load or the levels of activity that are required to conduct

. each of the department's functions and includes ex-
pected student enrollments, faculty research require-
ments, and expectations of donors.
Information About- Resources describes the faculty.
staff, facilities, equipment, supplies, and services re-
ell:tired to carry out the operations of the department,
that is, how much of ate existing and obtainable stock

of resources will be consumed by the planned opera-
tions?
Information About Activities expresses the levels and
types of operations and technology to be carried on
within a unit of focus. For example, a teaching function
can be conducted by lecture, seminar, or independent
study and through classroom work, closed-circuit TV,
or.on-the-job training.
Information, About ._,Pinances expresses in dollar
amounts the sources of funds and expenditures for
physical and human resources to he spent at a specific
level of operation over various planning horizons.
Information About Outcomes identifies and describes
the outcomeS or products desired or achieved. These
information items also enable the administrator to
evaluate the degree to which the outcomes met the ob-
jectives of the function.
The use of the unit of focus concept in conjunction with

the categories of information enables planning and manage-
ment to be done systematically as a complement to the use of

intuition, tradition, or hunches in decision-making. Moreover,
information ran be better understood and communicated (and
therefore of more potential use) to other interested parties now

'that it is organized in a coherent and consistent fasl :on. Figure
2 depicts the relationship between a particular unit of focus
(ie., the various functions) and some examples of the various
categories of information.

In addition to identifying the informational no.ds, the
department administrator must consider how the information is
to be obtained and used. Whether technical or nontechnical,
manually-operated or computerized, procedures are needed to
help department administrators obtain. asseps, and utilize in-
formation for meeting specific planning and management tasks.
During the early 1970s. the development of tools or procedures
to be used by academic departments has increased. Some of
these tools include a model by Andrew and Collins (1971) that
matches faculty to cdurses; a simulation model, the Academic
Department Game (Virginia Polytechnic Institute, 1973) that
simulates a department's planning process by considering
faculty interests,past,performance, and department productivi-
ty ratios; and integrated Optimization/Information System
(Dyer & Mulvey, 1974) that is being used at the UCLA Cradu-
ate School of Management for planning faculty assignments; a
Department Planning Toiil (Hoenack, et al., 1974) that can be
used for investigating alternative' allocations of faculty
resources to meet student course demands; and theAcademic
Unit Planning Manual (Miyataki & Gray, 1975) that presents
in detail a comprehensive, information-based approach to
department planning and management. By using procedures or
tools of this nature, the administrator can obtain the inormation
needed to examine the internal operations of the department
and thus carry out thi required planning and management
tasks.

Some Technological and Organizational implications
Regarding Planning and Management Information Use

There are several rnaior implications that may in-
fluence the acquisition and use of information to improve
department planning and management. One implication is con-
cerned with the use of procedures or technological tools in
practical departmental settings. While many of the advanced
procedures or tools may have high potential value, there is little
evidence to date of their use, their application to a wide variety
of uses, or of their benefits to the overall institutionallperatiou.



Therefore, it appears that any department administrator at .
tempting to apply procedures to obtain aml use infomation
MIN consider the following: (a) Do the perceived benefits of
using a procedure outweigh the expected costs of the informif.

.tion to be obtained? (b) What levels of comprehension arc re .
quired to -peraki the procedure? (c) Which tactical strategy will
be most effective in implementing the pnicedure? Unless these
questions are addressed. the potential usefulness of informa-
tion obtainisl may not he fully realized.

A second major implication involves organi2ational
considerations. First, there is 0 need to clarify and improve the
communication between the various levels within the institu-
tion with respect to departrneni planning. Until the different
loVels understand each others role in the planning process,
department administrators ire particular will- be hesitant to do
more planning due to the lack of clarity regarding the alterna-
tive resource allocations that will be sanctioned. Second, the
-nature of the incentives and disincentives that are currently

Miyatolii mid Gray

operating must be understood and, in somc wises, clarified and
altered. Some department administrators. particularly in public
institutions, nosy seem to rtigard refaiurce allocatkin as pri
madly a political process, obviously affecting their willingness
to ilbtain and use planning information since they can see
minimal concrete rewards for identifying viable alternatives. In
addition, information made explicit and thus available for the
scrutiny of others may result in disincentives for those that ob-
tain the informationthreat of control, standardization, fears of
revealing inequities, and information overkill.

Finally, an information-based approach may pressure
the behavior of the administrator. Argyris (1971), in --(tidying
the implications of management information systems on
mimagement, hos identified several conditions which seern ap-
pIrcable to department administrators: (a) reduction of space of
free movement, (b) leadership by competence instead of formal
power, rind (c) decreased feelings of essentiality,

Reduction of space of free Movement occurs when

Figure 2
_ A UNIT OF FOCUS AND ITS ASSOCIATED INFORMATION

(Unit of Focu CATEGORIES OF INFORMATION
---r _ _

Activity Financial
Academic Unit Demand Resource Information Information Information ,- OutcomesFunction Information

Information
Availability Allocation Type Level Source Amount

History 100 I 300 Fr. Faculty: Faculty: Lecture 6 Sec. Account X $10,000 % Completets
2 Full Prof. 1 Full Prof. Student
4 Assoc. Prof.
6 Asst. Prof.
5 TA's

3 Assoc. Prof.
2 Asst. Prof,

Evaluation
of
Instructor

Faculty:
3 Assoc. Prof.

Recitation 12 Sec. Account X
arid Y

$15,000 % Atten-
dance

4 Asst. Prof. Student
5 TA's Evaluation

of
Instructor

Facility: Facility: Classroom MWF, 9:10
Rooms 305,
306, 308, 312,
314, 322

Rooms 305,
308, 312, 322

Use: 305,
308, 312:
322

MWF, 9:10
MWF,

11:10,
12:10

rib, 8:10,
9:10, '
2:10

-

History 10 Masters Faculty: Faculty: Courses: Account 8 % Students
Graduate itudents 1 Full Prof. 1 Full Prof. Hist 600 1 Sec. Salaries $50,000 CompletingProgram 2 Assoc. Prof. 2 AWX. Prof. Hist 625 1 Sec. Travel 2,000 Program in

3 Asst Prof. 2 Asst. ProfHist 715 1 Sec. Supplies 1,000 2 Years, 3
Hist 799 Input. Services 1,000 Years, Etc.;

. Study
Hist 800 Thesis % Completer

Obtaining
lobs in 6
Months

.
. .

Adapted From: Miyataki, Glenn K., and Gray, Robert G. ACademic Unit Planning Manua/. Boulder, Colorado:Western Interstate Commission for Higher
Education, 1975.
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management skilled in management information techniqt
begin to investigate behavior, policins, practices, and imam;
that have been operating covertly within the department. As
these hecome explicit, those being observed may fmd hemmed-
in as management is now in a position to contnil their behavior
by specifying minimum requirements. yhe results can lead to
increased feelings of helplessness and a tendency to become
trxi dependent upon those who created the restrictions.

Leadership by competence instead of formal power
rises because of the need to he technically competent and cog-
nizant of the uses of valid information. The consideration here
is that valid information and technical dompetence become the
new currency for power where a systematic approach to
department planning and management exists.

Decreasing feelings of essentiality emerge when an in-
formation-based capability reaches a point of sophistication
that requires less need for ambiguity and self-fulfilling
propheeics: there will he less need for the use of influence in
managing activities for now rdaivities will be implemented in a
planned and rational way. In addition, the protection against in-
competence is reduced as ambiguity and fluidity in handling,
unsuccessful decisions is reduced.

The degree to which an increased emphasis upon
department planning and management will result in these
hchaVioral implications is in large part due to the sensitivity of
management. It seems that with a growing awareness of these
implications, the strengthening of department planning and
management might serve to counteract instead of solely foster-
ing the reduction of space of free movement and decreased
feelings of essentiality. A rational approach to department plan-
ning and management will enable administrators to prove to
others that some perceived inequities and inefficiencies in
resource use were not the case. Moreover, a rational approach
may result in a more equitable and justifiable use of resources
during a period when decisions made on intuition alone ale
being challenged.

Areas for Future InstKutional Research
As administrators at all levels become more cognizant

of tools and procedures for academic department planning and
management, effnrts to research, develop, and apply new or
improved department planning :wk. will increase. Based on
the authors' experiences in the area of department planning
and management, the following areas are suggested for future
institutional research:

1. -Servicing" frinCtions of departments. Administra-
tors are becoming increasingly concerned with Lhe
costs of providing instructional courses to students
from othpr departments as well as for ways to in-
crease the number of their own students. In other
words, there is need to understand the implications
of "program" and:department interrelationships.

2. Faculty workload systems. Although every institu-
tion and its departments have been operating under

some faculty workload guidelines. there is a .--

ing awareness of the need to develop workload
systems that would consider :he fuli professional
life of faculty. New approacfv.:s might employ ap-
propriate multicriterion measures for assigning
faculty to different types and levels of activity id an
equitable manner. Closely lied to faculty workload
systems is the area of faculty evaluation.

3. Information for and about departments. The con-
cern here is to identify and iMplement ways to im-
prove the communication among the various ad-
ministrative levels (i.e, enabling all administrators
to be able to -tell their story"),

4. Organizational consequences of obtaining and using
information. In order for department planning and
management to be enhanced institutional
researchers must begin to address the organization-
al conditions and anticipated consequences under
which department planning tools and information
will prove useful. Furthermore, research on the in-
centives and disincentives that influence depart.
ment planning and management is needed.

5. Department goal-selling and outcomes planning.
There is a need for methodologies to help depart-
ment administrators determine the scope and direc-
tion of the unit, set goals, and plan outcomes that
will be in agreement with the institution's mission,
role, and scope.

In summary, there is an increased demand to improve
systematic academic department planning and managema to
enable administrators to find better ways to conduct their func-
tions, allocate resources, estimate academic demand, and
achieve their missions. In addition, since departments are high-
ly dependent upon their interrelationships with other levels of
administration, it is imperative that the role of department plan-
ning and management be better understood. Key (1970) men-
tions that if the department does not have a role as a functioning
element in the total institution, it is a waste of time talking about
how to be more efficient administrators. Moroover, administra-
tors must be cognizant of their responsibility for making and
implementing decisions that impact the academic department
as well as the institution. While an information-based approach
can provide a capability to facilitate department planning and
management, the usefulness of the information must he con-
sidered in light of technological, organizational, and human
behavior concerns.

An attempt has been made in the-paper to discuss an
inforrnation-based approach and its implications for academic
department planning and management. To peel today's con-
tingencies, information is needed and must be applied
systematically in decisions pertaining to the execution of
prograM'operations. It is felt that information that is useful for
department planning and management will also be useful for
the overall management of the institution.

'As staff members of the National Center for Higher Education Management Systems, the authors have bcvn developing tools and procedures for
department planning and management during 1973-1975 and this paper is partially based upon their observations and experiences with a number of high-
er education administrators.

,Arl information-based approach is described in detail in the Aca,lemic Unit Planning Manual (Miyataki St Gray, 1975). It has been designed to
improve plannirc and management at the academic unit level within an inititution by providing capabilities and procedureg' to obtain and communicate
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morn definitive information aboot the unit's functions, demands, resources, and outcc
cerr problem areas that pertain to the unit.

Miyaiahi and Gray

and to focus on some key planning and manage con-

11he Unit of focus does ntt necessarily have to be centered around a function but can be other entities such as different levels of students,
different kinds of resources, outcome categories, or what have you. But for purposes of the approach discussed in this paper, the authors believe that a
"function" or "group of functiow' as the unit of focus provides the administrator with the most comprehensive picture of the department's planning and
management needs.
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THE RELATIONSHIP BETWEEN ORGANIZA+IONAL VARIABLES AND
INNOVATIVE PRACTICES IN SMALLER PRIVATE LIBERAL ARTS COLLEGES
IN THE STATE OF OHIO

Small private liberal arts colleges, currently hard hit by
higher costs. lower revenues.- competition from state colleges.

and dropping enrollments have received calls to be more in-
novative as a way of dealing with these problems (e.g., Car-
negie Commission on Higher Education. 1972; Bolling, 1970).
But little research has been done on what management systems
correlate with innovation, especially in smaller colleges. If a
college wishes to become more -jonovative. its management
system must concern itself with how its work groups function,
w;th the nature of its decision-making and goal-setting pro-
cesses, its interaction and influence patterns, the mutual trust
and confidence between levels of its organization, teamwork
among its members, and other variables. By describing llie
management system and organizational functioning of more in;
novatiVe colleges and _identifying significant variables, we may
provide an effective guide for those colleges which iViSh tolo:
novale.

The purpose of this study was to establish a relation-
ship b7:ween the existing degree Jf innovation in smaller
liberal arts colleges in Ohio and the management system of
those colleges as measured by instruments developed by Ron-
sis Likert in his work in organizational development. The study
proposed to demonstrate that colleges with more extensive in-
novative practices possess a management system which can be
characterized as being closer to Likert's System 4 Participative
Group Model than those colleges with less extensive innovative
practices.

Likert's System 4 Parttcipative Group Model
Since the early 1950s, Rensis liken has conducted

research on the nature of effective work groups and has for-
mulated his own model of how such groups function (Likert,
1961, 1967). In his schema, the management systems of all
organizations can he placed along a comparative scale from
System 1 to System 4.

System 1 Exploitative Authoritative places no trust in
subordinates, communicates no information to them, uses fear
as motivation, has an informal organization working against the
goals of the formal organi2ation, and demands unquestioning
obedience to commands from the top of the organization.
System.2 Benevolent Authoritative is not quite so.rigid and ap-
pears to act as one might expect a stern but benevolent father; it
still retains many of the disadvantages of the System 1 form.
System 3 Consultative allows more participation,by the mem-
bers of the .group. Members are crinsulted more, communica-
tion does occasiOnally go upward, -and there is a moderate
amount of cooperation and influence by subordinates. System 4
Participative Group.- the model which Likert advocates, is
characterized by wide ccmmunication upward; downward,
and with peers; a full range of motivations; high satisfaction; a
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flow of accurate information; participation by all levels in ek-
ing management decisions, and so on.

Likert has devised instruments for measuring the corn-
parative manage-rnent systems of different organizations.

_Originally used extonsively in bUsiness and industry, they have
been modified for use in public schools (Rensis Likert Associ-
ales, Inc., 1972) and, more recently. for use in colleges. Studies
with the public school forms have shown that school systems
closer to System 4 do more to satisfy interpersonal need's of
teachers, have students with higher achievement scores, have
better principal-central staff relationships, are more innovalive,
and have higher pupil satisfaction. The college forms which

ere used for this study haVe not been released publicly yet,
but one study (Hanna, 1972) found that schools of nursing
viewed by their.faculty as closer to System 4 were more in-
novative- than those closer to System 1.

Pupulations and Hypotheses
Different forms of the Likerl College Profiles exist for

presidents, deans, faculty, and students. Thus three popula-
tions were identified for examination in this stUdy. Ad-
miniStrators consisted of all lop administrators (presidents,
vice presidents, and deans). Faculty consisted of 1 full-lime
teaching faculty. including department chairmen. Students in-
cluded all full-lime degree credit students al a college.

It was 'hypothesed that adminiStrators, faculty, and
students al more highly innovative colleges would rate their
colleges' management system significantly higher (i.e., closer
to System 4) on the College Profiles than their counterparts at
less innovative colleges. Since this writer had previously
demonstrated (Bowers, 1970) that students' perceptions of the
administration become progressively less favorable and more
critical from the freshman to the senior year, it was reasoned
that, while this downward trend might exist at both types of
college, it would be less sharply downward at the highly in-
novative collegeS Thus it was hypothesized that there would be
an interaction between students' year-in-college (freshman.
sophomore. etc.) and the type-of-college (highly innovative or
less innovative)

Procedures
To identify those colleges which could be classed as

highly innovative and less innovative, a questionnaire was sent
to the presidents of the 22 smaller (enrollment under 1490) pri-
vate liberal arts colleges in Ohio. This questionnaire asked
them to report the extent to which 38 selected educational in- -

novations existed on their campuses. This insUument was
based on one devised by Brick and MaGrath (1969) and later
modified by Opacinch (1973). From the 21 responses, mean
scores were calculated for each college, and two highly innova-



live and two less innovative colleges were selected which
agreed to participate in the remainder of the study.

The Liken! College Profiles were mailed to the various
populations in each of the four- participating colleges. All four
presidents returned their questionnaires. Of the 12 vice presi-
dents (3 al each college), 11 responded. Of the three deans, all
returned their forms (one highly innovative college had no posi-
tion of dean). All faculty were sent the Profiles and 108
(65% )responded. The forms were also sent to a random sample
of 15% of the student bodies. Of these, 296 (74% ) responded.

_Analysis
A mean and a standard deviation were calculated for

each item on each form for the populations: Results were com-
pared by group for the four colleges and the two college types
(i.e., highly innovative and less innovativ0. Since, for the ad-
ministrators and the faculty, a total population of respondents
was being dealt with, parametric statistical tests were not
needed. ,

The student responses were factor aoalyzed utilizing a
varirnax rotation which is an orthogonal rotatiuz: Thus factors
were obtained which had little or no correlation i vith each

' other. Factor scores were derived for each stit&int on the
resulting factors. Using these factor scores, it was 'inen possible
to conduct an enalysis of variance for each facto.: tipi test a main
effect of membership in type4q-college.group (i.e., highly in-
novative or less innovative) and for interez.00n between type-
of-college-and year-in-college (i.e., fresnman, sophomore, etc.)
The data was arrayed in a 2 x 4 analysis of variance for the
type-of-college and the year-in-college variables, respectively.
There are two levels nested within the type-of-college variable
corresponding to the two colleges comprisiug each level.

Ratings for the individual items range from a possible
low of-10 to a possible high of 49 for a total scale range of 40
points. Ratings on such a scale can be viewed as corresponding
to Likert's four management systems. For example, ratings
from 10 to 19 indicate a rating falling within System 1: from 20
to 29 fall within System 2; and so on.

Results
Results from the administrator population were

difficult to interpret because :A the small numbers involved.
Responses of the four presidents revealed no consistent pat-
ern; ratings on nearly all items fell in the 35-45 range thus in-
dicating-that all four saw their colleges as haying management
systems in the high System 3 or low System \range.

Comparisons for thb three deans were equally difficult,
but here a pattern was more evident .on some items. An ex-
amination of those items where the responses of the one highly
innovative college dean differed widely from the mean
response of the two less innovative college deans showed that
he:

saw department chairmen, faculty, and students as ,
being more free to talk to him.
was willing to give faculty more say about academic
and non-academic matters.
perceived decisions as being made more broadly
throughout the college with administrators, faculty,
and students participating in decisions that affected
them.
perceived students as being more involved in major
decisions on college_ matters. =

saw his president as having les6 influence and stu-
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dents and faculty as having more influence in what
goes on in the college.

A comparison of the mean item responses of the 11 vice
presidents (6 from the more innovative colleges) revealed some
very striking differences, however. Of the 77 items on the form,
the highly innovative college vice presidents had higher
closer to System 4) means on 75 items, 52 of those means being
higher by over 4 points (i:e., 10% of the possible scale range).
Thus, at least for the vice presidential ratings, the hypothesis
that administrators-at-the hi8hly innomtWe colleges would see
their management system as being closer to System 4 was ac-
cepted.

Space does not permit a complete explication of the
mean responses to the 87 items of the faculty form. Examina-
tion of the means showed the highly innovative college faculty
had higher mean ratings on 60 items'and lower mean ratings on
18 items (with one lie). Of the 68 higher means, 23 there over 4
points higher. Items on which the highly innovative college
faculty had lower means usually asked them to comment on ad-
ministrative stiles or their own practices in dealing with stu-
dents. An examination of the individual item ratings showed
that (compared to the less innovative college faculty) the highly
innovative college faculty.

seek and use students' ideas on academic matters
more often.
are willing to give atudents much more say in deci-
sions on the subject matter of courses an also see
their students as actually having much more in-
fluence.

_see students as being more involved in major deci-
sions affecting them.
rate their collcge more highly as being a good pliee
to work.
perceive the administration as more often seeking
and using students' ideas about both academic and
non-academic ccillege matters,
see more extensive, friendly, and trusting interac-

, lion between faculty and administration, and be-
tween faCulty members.
perceive faculty members, students, and depart-
ment chairmen as having a greater !degree of
cooperative teamwork.
are swape of considerably more extensive discus-
sion and group participation in the decision-making
process in their colleges.
see themselves as much more involved in decisions
related !o their- work, and that this participation in
the decision-making. process contributes to the
desire of faculty to do a good job.
are morencritical of themselves in that they see their
students as less free to talk to them on coursework
or emotional problems; and that they know less well
the problems faced by their students in their college
work.

When asked about specific groups (e.g., the president, th e
faculty, the students), faculty at the more innovative colleges
W'ere willing to give less influence in college matters to the ad-
ministratinn and more say to faculty and students than those
faculty at less innovative colleges. This result is illustrated in

-Figure 1. Another interesting finding (see Figure 2) was that
the highly innovative college faculty rated their presidents
lower, but their academic vice presidents higher, as -ad-
ministrators, as educators, and as specialists in their own field.
This may indicate that' the highly innovative college faculty
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INNOVATIVE PRACTICES

Figure 1

FACULTY RATINGS OF DESIRED INFLUENCE
FOR VARIOUS GROUPS4

In general, how much y
Influence do you feel each
or the follosslng should have
In what goes on In your
college or university

the president/

your academic vice

idents?

deans?

dwartment chairmenfc

faculty?

-students?

1-Ighly Ltms
Innovative innovative Differe
colleges colleges

17.3 42.6
(9.5) (8.7)

37 8 37.4 0.4
(9.6) (11.0)

31.9 36.1 L- 4.2
(12.0) (101i)

39.3 40.6 =13
(8.0) (7.9)

37.7 37.3 + 0.4
(9.1) (7.8)

402 :5.0 + 5.2
(8.2) 8.5)

35.8 25.8 + 10.0
.(9.9) (8.0)

'The mean ratir i the uppec figure ith the standard deviation below 'n
parentheses

brhe difference is calculatedas the highly innovative college mean minus the less
innovative colltge mean,

cThe role of department chairman did not mist at one highly innovative college
and wo in the process of formation at one less innovative college,

respect their academic vice [president mom and might possibly
look to him, rather than their president, for leadership in
academic innovation.

In brief, faculty at the highly innovative colleges per-
ceive their colleges as having management systems closer to
Likert's System 4 Participative Group model and apparently
are more willing to accept and foster such a system. They want
more influence for groups lower in the organizational hierarchy
(such as faculty and students), and see more teamwork and
participation in decision-making at their colleges. Thus, the hy-
pothesis that highly innovative college faculty would rate their
colleges' management system clo'ser to System 4 was accepted.

The factor analysis of the student data produced ten
facItirs which were interpreted and Ia be led. These are present-
ed in Figure 3. Figure 4 gives the mean factor scores for the two
types'-of-college and for the four indivithial colleges. These fac-
tor scores are sl6nclardiwd with a mean of 50 and a standard
devialien of 1. The analyses of variance conducted on the len
sels of factor scores revealed no statistically significant main
effect for any factor. Significance was difficult to achieve
iecause of the small number of colleges involved. With the in- ,
dicated degrees of freedom. an F-stalistic of 18.51 would have
been needed to achieve significance al the .05 level. Thus, with
no statistically significant main effect, the hypothesized interac-
tion between type-of-college and year-in-college could not be
examined. The analysis of variance for the main effect is sum-
marized on the left :side of Figure 5. However, the cesults for
the nested variable (i.e., the individual colleges nested within
the'type-of-college groups) did reveal significance at the .05
level or better for 8 of the 10 sets of factor scores. This is shown
on the right side of Figure 5.

Examination of the mean factor scores in Figure 4 does,
however, reveal some substantial differences in student per.
cephons between highly innovative and less innovative col.
leges. For 5 of the 10 factors, the mean factor score of the highly
innovative colleges differs from the mean of the less innovative

"colleges by better than plus or minus 0.5 (i.e., more than one.
half of a standard deviation). The means were substantially
defferent on FOCior 2 Administrative competence and com-
mitment; Factor 4 Actual student influence in college mat-
ters; Factor 5 Desired student influence in college academic
matters; Factor 8 Concern for financial resources; and on
Factor 10 Desired student influence in non-academic college

Examination of the items loading highest on these fac-
tors revealed that, compared to students at the less innovative
colleges, the students at the highly innovative colleges.

- see the administration and faculry as more often
asking far and using their ideas. on both academic
and non-academic matters; and perceive the ad-
ministration and faculty more willing to accept sta.
dent influence in college matters.

- want and have mom influence in academic Matters
such as the subject matter of their courses; and say

figure 2

11NGS OF COMPETENCIES OF FRESIDEN1S AND ACADEMIC VICE PRESIDEN

Roles

as an dministrator?

as an edUcator?

in his own
specialized field?

Highly
innovative
colleges

LeSs

innovative Differenceb
colleges

much competence
ik vice esident have . .

Highly
innovative
colleges

Less

innovative
colleges

Differenceb

28.0 36.9 - 8.9 38.3 29.0 + 9.3
(12.3) (10.7) (9.5) (12.1)
27.6 31.0 - 3.4 36.1 . 31.7 4- 4.4(11.0) (10.9) (7.4) (11.0)
33.8 37.6 3.8 40.3 33.1 + 7,2(11.0) (10.5) (8.7) (11.1)

aThe mean rating is the upper figure with the standard deviation below in parentheses.
Llhe diffei:ence is calculatedas the highly innovative college mean minus the less innovative college mean.
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that having such influence makes the students want
to work harder.
perceive their administrators as having less con-
cern, and themselves us having more concern, for
the efficient use of financial resources.

- perceive their president and academic vice presi-

John J. Bowers '

dent as less competent as administrators, as educa-
tors, and as specialists in their own field; and see
both theSe individuals as having a lower level of
goals concerning educational excellence.

- want more say in non-academic college matters.
Thus, the students display a pattern of responses very similar

Figure 3

DESCRIPTION OF FACTORS DERIVED FROM STUDENT DATA

Factor 1 - Mutual student-faculty trust and confidence

Confidence and trust which studenr -.and professors
have in each other; extent to which professors try to

help students with their problems.

F4ctor 2 - Administrative competence and commitment
".__The competence of the president, academic vice-presi-

dent, other vice-presidents as administrators, as educa-
tcns, and in their own specialized fields; their level of
goals concerning academic excellence.

Factor 3 - Importance of higher education

The- extent to which department Chairmen, faculty,
deans, academic 'vice-president, president, and students
feel that higher education is extremely important.

Factor 4 - Actual student influence in college matters

How often the administration and faculty ask for and
use student ideas in academic and non-academic col-
lege matters; perceptions of how much say the faculty
and administration think students should have

Factor 5 - Desired student influence in acade ic college mat-
ters

How much say students should have in academic col-
lege matters (as viewed by students); extent to which
having influence in subject matter of courses makes stu-
dents want to work harder.

Factor 6 - Mutual, student-administration trust and confidence

= Extent to which 'students and administration have trust
and confidence in each other; how students view com-
munications from the administration; how well ad-
ministration knows problems students,face in course
work

Facor 7 Allowance for influence of various groups

How much influence students feel the president,
academic vice-president, other vice-presidents, deans,
faculty, and students themselves should have in what
goes on in the college.

Factor 8 - fon.cern for financial resources

Extent to which department chairmen, faculty, deans,
and top administrators display cdncern for the efficient
use of financial resources.

Factor 9 - Student support and friendliness

How often students seek to be friendly and supponive
to faculty, administration, and other students.

Factor 10- Desiredstudent influence in non-academic college
matters

How much say or influence students would like to have
in non-academic college matters; how much say faculty
and administration think students should have (as seen
by students).

Figure 4

TYPE-Of-COLLEGE kND INDIVIDUAL COLLEGESa
Less Innovatlite colleges

Factor
lonova

DIfferenceb
College 1 College 2 Combbled

highly
Innovatve

College 3 College 4 Combined
less

innovalble

1 50.46 49.62 50.04 50.30 49.83 50.06 0.02.

2 49.21 49.49 49.35 50.45 49.77 50.11 0.76
3 49.66 49.98 49,82 50.12' 49.73 49.92 0.10
4 50.96 50.11 50.54 49.91 49.35 49.63 0.91

5 51.00 50.29 50.65 49.60 50.01 49.81 0.84°

6 49.97 49.85 49.91 50.15 49.55 49.85 0.06
7 49.11 50.02 49.57 50.05 - 49.77 49.91 0.34
8 50.99 49.83 50.41 , 49.96 49.69 49.83 0.58
9 49.49 50.16 49.83 49.93 49.96 -49.95 0.12

10 49.57 49.59 4958 49.63 50.84 50.23 0.65

afactor scores are standardized with a mean of 50 and a standard deviation of 1 .

bThe difference is the absolute di ffererce between the highly innoValive college mean and the less innovative college mean.
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INNOVATIVE PRACTICES

Figure 5

SUMMARY OF ANALYSES OF VARIANCE

Factoc
Mean Squate

five of colleg

F1;2. p Mean square

Individual colleges

f2276

i 0019 0 2 es 8.314 8.407 0
20,227 4,303 ns 4 704 5 572

3 0.410 0.179 ns 2.268 2.290 0 0
4 29.257 3 250 ns 9 002 11.092 <00001
5 24.858 4.240 es 5.855 5.689 0.0038
6 0.129 0.039 ns 3.303 2.783 0.0636
7 4.199 0.518 ns 8.115 7.781 0.0005
8 12.123 0.970 ns 12.495 11.173 <110001
9 e525 0.130 es 4.037 3 445 0.0333

10 14.882 1.151 ns 12.931 13128 .(318001

to that of the faculty. Students at highly innovative colleges
want and have more influence and participation in decision-
making1n academic and non academic matters,-They are mom
critical of traditional administrator roles of president and
(unlike the faculty) also critical of their academic vice presi-
dent. They more often see the administration and faculty as
asking for and using their idea& The pattern of faculty

rsponses shown in Figure 1 is essentially repeated for the stu-
dents on the same questions.

Despite the lack of statistical significance, there appear
to be mime substantial differences between the college groups
in crucial areas whicli suggest that students at highly innova-
tive colleges do perceive the management system of their col-
lege as being closer to Likert's System 4. Further research in
this area with a larger number of colleges is recommended.

Conclusions'
From the results of this study, it appears that more in-

novative colleges do have management systems which con be
characterized as being closer in practice to the System 4 Par-
ticipative Group model advocated by Likert. The results sug;
gest that at more innovative colleges: (a) there is a broader par-
ticipation in decision-making; (b) the ideas of, groups tradi-
tionally lower in the organizational hierarchy, such as faculty
and students, are asked for and used more often; (c) there is a
desire for, and a practice of, giving more influence to faculty
and students; (d) there is less respect for, and a desire to give
less influence to, the president; and (e) the faculty is more
likely to look to the academic vice.president as a competent ad-
ministrator and educator. A college which wishes to become
mere innovctive may therefore want to make some changs to
its organizational and management structure and practices to
move to:vard a System 4 management model.
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MANAGERIAL GROWTH IN HIGHER EDUCATION:
IS THE TAIL WAGGING THE DOG?

"Just because I am paranoiac does not mean
they are riot really Persecuting me."

Saul Bellow. Mr. Sumrnier's Planet.
Offices of institutional research, created and funded by

administration, seldom study the administration. It is Under-
standable. If one of the cynical legacies of Watergate is "Don't
ask; you won't like-the answerg," then perhaps the operating
strategy of institutional research is "Don't study the mom at the
top; it may be too close for -comfort." But it is also a serious sin
of organizational omission, for no study of the internal work-
ings of an organizational, which fails to identify and to define
the structure and especially the changing structure within
which that Organization functions, is reliable. To be sure, it may
be reassuring. It may cater to the momentum of intactness and
thus minister to the desire of every organization to perpetuate

_itself without alteration in the future. But in the process it offers
-lop decision-makers the illusion that everything is changing but

them; it falsely props up their indispensability or martyrdom;
and finally encourages an insularity that does nothing to
ameliorate the polarized mentality of "them" and "us." Insofar
as institutional researchers ignore the structural environment
or seal off its uppermost portions as sacred groves, they thnm-
selves are compromised as 'researchers and are forced to
becoine obedient and uncritical extensions of an unexamined
st:acture. No more dramatic example of such uncriticality
perhaps can be found than the tendency for institutional
research to .avoid examining a significant trend of which they
themselves are a central part: the substantial increase of mid-
dle-level managerial and supervisory personnel in higher
education.'

If the increase were solely a quantitative matter, it still
would be important to identify and to doeument the trend, if for
no other reason than the number of such appointments as well
as the extensive support serVices they require to underpin their
operations involve budgetary consequences of considerable im-
portance for current and future solvency and fiscal planning.
But the issue involves qualitative and normative dimensions as
well: it not only affects faculty, but also is unaffected by faculty.
For by virtue of the delegation of duties and the chain of-com-
mand, middle-level managers as extensions of administiation
are either exempt or immune from academic 'review. Now as
everyone knows faculty are notoriously obstinate or opaque
when it comes to recognizing the values of management science
or Management by Objectives (MBO). Moreover, they are
almost .-paranbiac when they suspect that their precious
preserves are being invaded by managerial poachers. But for a
cantankerous and hopelessly inefficient lot, it is perhaps c_mss
to mention that faculty alone directly generate tuition income
and/or subsidy; and it is' no exaggeration to claiin that faculty
thereby pay the salaries of middle-level managers and even
presidents, rather than-the reverse. In fact if one of the clear.
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patterns to emerge from collective bargaining is the general
raising of the budget consciousness of faculty, what may soon
surface in the future is a raising of their managerial conscious-
ness as well. Moreover, I would contend that their current dis-
trust of administrative intrusion and dominance is not without
basis in both fact and practice.

The most dramatic way of putting the qualitative issue
is the dawning perception that administrators and supervisors
with academic credentials increasingly are making mostly non-
academic decisions (parking lots, sewerage systems, fauna and
flora, etc.); and that supervisory personnel without academic
credentials or withbut compal academic credentials in7
creasingly are making acaderex or A'" rdr-mically-related deci
sions: Here ,is a sampling of st latter decisions pre-
sented in the characteristic fix, toilm.)ral memoranda:

Memo from Personnel: No full-time faculty slot or
,line, whether it 11,.!.ounpn jvailable because of
departure, termination, petirement or death, is
to be considered automatic;11.1 vacant. DO NOT
BEGIN TO ADVERTISe. Git TO INTERVIEW
PROSPECTIVE CANDIDATES. Rather, a ,peti-
tion of vacancy must be filed using the attached
forms and routing procedures. This does not ap-
ply to staff or supervisory positions. -

Memo from Registrar; All students not on the official
class roster are to be denied access to class.

Memo from Admissions: It is not possible for us to
send out your special materials to merit scholars
because it -cannot be factored into our
geographical cross-matrix.

Memo from Records: This is to inform you that the
following graduate students who have not
registered for courses this semester are being
piked in the inactive file; and will have to pay
an application fee to be reactivated.

Memo from Dean of Students: The following students
should be excused iron', classes and assign-
Merits on Me following days in order to attend
intercollegiate student senate meetMgs.

Memo Um Evaluator, Graduate Admissions: Do not
admit any more graduate students until we
have cleared up our paper work:

Memo from Division of Institutional Research: Please
do not use the last report .on numbers of stu-
dents and credit hours by college to come to any
personnel or budgetary.decisions.

The issue of-managerial growth and its quantitative and
qualitative impact on higher education merits serious and ex-
tensive studyWhat is presented here is a beginning step in
that direction. As a possible model for further research, I will
offer .first a series of statistical profiles which measure from
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MANAGERIAL GROWTH_

1930 to 1974-75 the growth patterns of major components with-
in a college or university. Hopefully,'.that .will provide some
reasonably precise numerical holds on comparative growth
rates and structurakalteration. Second, I will present a more
detailed breakdown and analysis within the same time frame
of certain non-teacing units along a longitudinal line to deter-
mine not only the extent but also the nature of the changes. The
third and final section will offer a series of operating concl 1-
sions based on the first,two parts and tilted in the directio
sugsesting some of the research and decision options for the
future.

Growth Patterns
The case-history base employed here coniists of three

four-year colleges and universities: a large gate university, a
small private liberal arts college and a large private university.
Because of substantial differences in size and numbers, rela-
tionships are presented in ratios and as a single composite en-
try for all three schools.'The major components within each
school that were identified, factored, and analyzed are:

1. Senior Administration (President, vice-preside ts,
provosts, deana, etc.)

2. Department or Division Heads
3. Supervisory or Managerial Personnel (includes

various assistants to senior administration)
4. Faculty (Full-time and FrE)
5. Staff Support Services
6. Students

The time frame is 1960-1975, which was sampled in five s -
ments: 1960, 1965. 1970, 1972, and 1974-75.

23

1

Adminictration

1960 0 (1)
1974-75

1960

1974-75

(1.5)

Department Heads

(2)

(2.9)

-

When the figures for 1960 are set side by side with those for
1974-75, the following trends and structural shifts arc discern-
ible:

1. During the period faculty tripled in size; so did stu-
dent enrollment. .

2. In 1960 the number of senior administrators and of
middle-level supervisory Personnel was essentially
the same. The tntal number of department or divi-
sional heads equaled the combined total of senior
-administrators and supervisory personnel: The
overall image of higher education in 1960 was one .
that was facullyentered in terms of numbers. The
managerial image wat symmetrically balanced be-
tween senior administrators and supervisory per-
sonnel. Presidents, vice-presidents, provosts and
deans were highly visible in 1960..and seemed to
command a strong and comprehensive overview.
By 1974-75 both senior administrators and depart-
ment heads kept close pace with each other and
shared the same relatively small growth 'rate. But
within the same time period supervisory personnel

. grew only, other 2component that
matched that grOwth rate Was that of support ser-
vices.

4. The growth rate of supervisory personnel was twice
the combined growth rate of both senior adrninistra-
tors and department heads; or equal to the corn-
bined growth rate of all faculty and senior ad-
ministrative personnel. The managerial image in
1975 presents a dramatic shill which appears in the
structural insertion of a new middle level between

Figure 1

GROWTH PATTERNS BY UNIT
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1974-75 (6.4)

Faculty

1960
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1960 (10)
(50.5)
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senior administrators, and faculty and departm nt
heads.

5. In terms of overall growth, 1970 was the pivotal
.year. By that year faculty increased by as much as
65% and supervisory personnel by over 70% .

6: The first academic year to register any clear-cut
slow down or actual decline is 1974-75 Student
enrollment showed a slight decline of from 1 to 2% .

Although neither senior administrators nor depart:
ment heads were affected by the drop, faeulty im-
mediately were. The average drop in faculty nufn-
tiers was about 9%; staff support numbers declined
by 8% . The only unit to depart from the entire pat-
tern was that of supervisory personnel who. in the
same year registered an average growth rate of
about 9%; ironically, the same figure for faculty
reduction.,

7. Although budgets are clasSified information and
generally unavailable to outsiders, what few sample
figures could be gathered suggest that the patterns
described above may be just. the tip of the iceberg in
terms of dollars. For example, at one of the three
schools surveyed, the operational budget of Student
Services in 1972 exceeded the combined operational
budget of 'alr ihe three colleges at that particular
university. -

,Extent and Nature of Change
At this point it might be meaningful to refine the

analysis by examining the growth of certain major representa-
tive non-teaching or non-academic units that involve superviso-
ry personnel and support services. Here the emphasis is not
just on numbers bul on the stsuctural nature of internal expan-
sion and Organization. The two I have selected are Admissions
and Student Services.

From 1960 to 1974-75, Admissions more than doubled
in size and thus slightly exceeded the groWth rate of senior ad-
ministrators and department heads. Equally as important, its
'general shape changed. In the 1960s Admissions was essen-
tially undifferentiated as to specialities. The Director of Admis-
sions and his or her assistant constituted the presiding profes-
sionals with the operation generally handled as essentially a
singular and non-disaggregated enterprise. But by the early
1970s the entire configuration changed. Separate categories
and staff were designated fl.r full-time students, pirrt-time stu-
dents, transfer students, graduate admissions, etc. The position
of admissions counselor Was created to minister to rites of
passage and a substantial increase in the travel allowance
budget waS provided.

What emerges then is a differentiated growth pattern
that is quantitatively attuned 'to the rate and diversity of student
enrollment. Equally as important, there is greater qualitative
Concern with identifying and ministering to different kinds of
students and with being conversant with the different curricula
options available to students. Significantly, at all three schools
faculty participation in "Open Houses" sought by Admissions
staff was substantial.

Student Activities, although an amorphous operation
that varies considerably from university to university, generally
has acquired a substantial presence in higher education for a
number of reasons. It is usually headed up by it Dean of Stu-
dents (or a combination of Dean of Men and Dean of Women).
Such a dean or deans frequently have equal voice and vote
with deans of colleges on a Council of Deans, Finally. Student
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Activities has at its disposal substantial sums of money from
student activities fees.

Student Activities generally has grown nine times its
original size by 1974-75 from what .it was in 1960. Its com-
panion subsidiary, the Counseling Center, increased four-fold
during the same time period. As with Admissions. so here the
pattern of greater specialization applies. Thus, various ad-
ministrative associates or assistants to the Dean of Student Ac-
tivities are apportioned to dorthitory students, full-time com-
muters, part-time commuters, etc. Liaison personnel are hired
to work with students involved in the Student Senate. Counsel-
ing has become similarly specialized. Special personnel are
assigned to psychological, academic and pastoral counseling.
Community relations are handled blra staff member in charge
of volunteer services..Many Counseling Centers offer special
programs in reading cOmprehension and study skills.

The net result of the rate and nature of growth of Stu-
dent Activities is the structural creation of a college within a
college. In terms of the array and range of services ministering
to student life and welfare, what in effect has been created is a
double service system in which the services provided by Stu-
dent Activities and the educational services provided by the
faculty have 'acquired an official and structured parity, perhaps
uqique in the history of higher education. Indeed, in terms of
funds available to underwrite student academic activities, Stu-
dent Activities has more monies at its disposal than the budget
lines for all departments combined. Unlike Admissions, there
is little or no faculty participation sought in Student Activities.

Conclusions and Options
I believe it is meaningful now to list a series of tentative

operating conclusions on the basis of the selected analysis of
rates and nature of growth patterns.

I. From 1960 to 1974-75, and especially between 1970
and the present, there has been created 'a corps of
middle-level managers and supervisory personnel
without precedent or parallel in the history of higher
education. Specifically, the six-fold increase of such '
personnel over a 15 year period is matched Only by
the same increase in staff support services -with
which it evidently enjoys an understandable and
direct correlation.

2. During the same period faculty growth generally
has kept pace with the three-fold increase in student
enrollment;' thereby establishing a different and
competing pattern of correlation,

3. Both the numerical growth of non-teaching_ units
and personnel as well as the intensive differentia-
lion into areas of expertise have brought about a
structural change which resembles the creation and
operation of a series of new departments or dis-
ciplines. Thus, although none of the middle
managers has or is eligible for tenure, the increasing
services they provide over the years appear to have
acquired the permanence of tenure, This seems to
be born out by the most recent figures which isolate
middle-level managers as the sole component con-
tinuing to grow in 1974-75. Moreover, in some
universities the policy of freezing .new faculty ap-
pointments or justifying the filling of positions va-
cated by termination, retirement, or death often has
no policy counterpart in th tm of supervisory per-
scmnel.

4. Insofar us the substantial th of supervisory per-
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sonnel has arisen out of the need of senior ad-
ministrators to delegate duties and responsibilities
which they can longer manage effectively, then
there is a serious question whether top administra-
tors at present are in possession of the coniprehen-
sive overview which it is their responsibility to
maintain.

5. Given the nature of the territorial imperative, both
quantitatively and qualitatively, supervisoryperson-
nel and staff support services have expanded their
spheres of operation to the point where they con-
stitute a managerial and service counterpart to
faculty operations. Although faculty generally were
unaware of or unconcerned with the extent of
growth' of non-teaching units and personnel in the
past largely because in an expanding situation there
was enough to go around for everybody, the pres-
ence and pressures of such units and personnel are
being perceived now by faculty increasingly in the
form of academic intrusions. It is not only that non-
academic units and personnel are exerting controls
or making dacisions which affect academic areas,
but Also-that such' controls and decisions are out of
all Proportidn to their acadernic competence' and
their, relationship to student enrollment and tuition
generation. Because the issue joins both the quan-
titative and the qualitative, budget and credentials,
structure and ideology, it is reasonably certain,
especially given the momentum of collective
bargaining, that clashes between faculty and stiper-
visory personnel will escalate to the negotiating ta-
ble.

On the basis of the statistical trdnds and the structural
shifts, there are certain reasonably clear and overriding
research and decision options suggested for future planning.

1. The most obvious and perhaps the moSt important is
that offices br divisions of institutional research be
authorized td undertake detailed suglies of theergo:
nizational growth' patternS of their own universities
and in particular factor in bedget equivalents,

2. Institutional researchers also,Should be authorized
to undertake a eompanion study of the extent to
which senior administrators over the years have
parceled out portions of their overviews to super-
visory or managerial personnel: what effect, ifany,
that has had on the decision-making process and on
the direction and comprehensiveness of information
flow; and, finally, what have been the cost/benefits
of such decision-sharing.

3. Colleges and universities which already have in
effect or are contemplating faculty freeze policies or
even RIF, and where there is no policy counterpart
covering non-teaching or non-acadernic units and
personnel, should immediately extend such policies
to those units and personnel.

4. Since the rate of growth of both supervisory person-
nel and staff support services generally has not been
correlated to the rate of student enrollment, whereas
that of faculty generally has, there is a J:lear need to
bring supervisory end stuff support services in
closer correlation to student enrollmenkespecially if
such personnel do not directly generale tuition In-

. come and/or subsidy. In the process, there should
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be careful teaSsessment of the extent to which a
whole battery of student services, stich as psy-
chological or pastoral counseling, should even be
provided students as a universits service rather than
an individual option; and whether other services,
such as reading comprehension or study skills, pres-
ently being offered without charge and academic
credit, should not be made part of the academic
program where credit can be granted and :tuition
charged.

5. But by far the most comprehensivu and delicate
task:of which fhe last point is but a portion, is to un-
dertake a total re-examination of all the major com-
ponents of a college or university toward the end of
determining priorities. One way of beginnirig such a
reassessment in the most general terms is to make
use of an impact or future wheel which is often used
to describe and to measure the multiple orders of
impact when introducing a new technology. It func-
tions like the proverbial stone dropped into a pool of
water which sends out wider and wider concentric
ripples, each one indicating the first, second,:third,
fourth, etc. order of impact.

The key to its use in a complex organization is to run
through a number of wheels with-different centers; and then
subsequently to overlay them to determine consensus
priorities. For example, at the center one can place the general
determiner of student enrollment, increasing or decreasing,
and then make a series of determinations as to what is mostes-
sential to support student enrollment. The first circle then
might contain faculty and admissions as enjoying a top priority
with Student Activities occupying the fifth or last position of
priority. If, on the other hand, the college or university is sub-
stantially residential and it can be demonstrated that student
seryices are part of what'encourages a student to apply, then
Student Activities might enjoy a ..much higher, even a first,
priority.

The entire process can be furthbr refined by measuring
other centralitieS;-Sikh as the goals and mission of the univer-
sity, and what units of the' university most directly and
peripherally support those goals. If one of those goals is a earn-
mitment to career education and placement, that might produce
a different configuration and sorting out of priorities. Or the
issue of student retention might be centered as being as impor-
tont as initial student enrollment. Once the various wheels have
been spun out and the orbits coincided hopefully into general
priorities, the final configurations can be quantified in order to
develop a series of contingency bases for decision-making. For
example, what would be the impacts of a 2% , 5% , 5% decline
in enrollments? Each unit within the university can similarly be
quantified in percentage units. Thus the formula might be that
a 2% decline in enrollment results in the possibility of con-
templating a cut in the Counseling Center of one full-time coun-
selor. In other words, those units which have the lowest
priorities in various assessments are the first to be elig;ble for
reduction in force

My own preference is thal such priority assessments
should not he placed exclusively In the hands of institutional
researchers or senior administrators, but be extended com-
prehensively le all units of the university. All genuine par-
licipatery planning pnxiesses are inevitably anticipatory. Btil
whether or not that suggestion seems feasible and whether or
not the perticelar configuration mode I have suggested seems



fruitful, what I believe i abundantly clear from even,my tenta-
tive and exploratory efforts here is that unknowingly higher
education increasingly has taken on the character and shape of
a corporate structure.] it is not surprising in this connection that
efforts to introduce college senior administrators and middle-
level managers to the virtue of MBO and Management Science
are meeting with such success_ Do not misunderstand me: I

believe we should be open to all the help we can get. But my
contention simply is that faculty already are the equivalent of
middle-level managers; and further that in times of limited or
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zero-growth, no organization can afford to support two separate
groups of middle-level managers, especially one that grows at
twice the-rate of the other and without directly generating in-
come. In short, whatever basic contributions the corporate
system can mike to higher education alreadY has been made;
whatever else it can contribute is characterized- more by the
law of diminishing than increasing returns. If the tail continues
to insist on wagging the dog, a number of dogs may bob theic
tails; a few may even discard the, tail as an unnecessary appen-
dage in the evolution of the species.

1, I found nothing in the otherwise sound and often comprehensive contents of the following two most recent books on university organization to alter

this ludgrhent: Balderston, F. E. Managing today's university. San Francisco: lossey-Bass, 1974; Gross, E. & Grambsch, P. V. Changes in university

organization, 1964-7971. New York: McGraw Hill, 1974.
2. Lest one conclude that RIF means only Reduction in Faculty, the example of the University of Bridgeport should be cited. Staff was trimmed nearly

18% during the last 2 years. That comprised the elimination of 16 administrative positions and 721/2 maintenance and clerical positions. The resultant

savings was about $764,000 a year or about nearly 5% of the operating budget.
3. The reluctance to perceive the corporatism of higher education and to establish limits to its growth may, in fact, result in a transformed structure

which, in turn, radicals are looking for as an assault point. If that seems alarmist or hysterical, see Mike Yates and Bruce Williams, "What radicals can

do for teachers unions,- Change (Winter, 197t4-75), 8-9.
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INFORMATION NEEDS IN SUPPORT OF PLANNING IN SMALL COLLEGES

Planning is a familiar activity. It exists in every
organized form of society. It is an instrument of structured
change, permitting study and research to sift out the best ideas
and form them into a lasting strUcture.

Collens and universities across the oation are realizing-
the increasing demand to plan for, more- than iust present
needs. In order to be contemporary tomorrow they must look
ahead today. Many have met this need by developing long
range plans of improvement. This enables the school and- its
faculty to assess its strengths, weaknesses and needs in every
area and to begin to find new ways and means of improvement.

The perennial need for planning has, in recent years,
been highlighted' by the "honeymoon" in higher education.
During the 19505 and 1960s support for higher education ran
high philosophically and monetarily. Faculty and professional
staff rosters expanded as did services to students. Small liberal
arts colleges cashed in on the tidal.wave to build,science build-
ings, dormitories and other facilities. Programs increased as
NDEA and other federal acts as well as private foundations
provided the funds.-Colleges and universities were experienc-
ing unprecedented growth -and the assumption that this would.
continue conditioned the management of these institutions.
There were therefore, no incentives for setting priorities in
comprehensive planning or budgeting. Much of what occurred
did so as much through chance as through design. Little thought
was given to long term iinplications of policies or how they fit
into institutional priorities and goals. Ifdeficiencies developed
in the system as a result, additional funds ware always
forthcoming to make up for them.

This management behavior has been' classified as
"solution by additions," If facing difficulties could be
postponed long enough, -time would solve most problems
because of the growth rate.

However, the heyday 'of higher education came to an
abrupt end during the last few years. The honeymoon ended
,due to a variety of reasonseconomic, cultural, social, and just
the reduction in the number of students. The problem of reduc-
tion takes on greater proportions when one realizes the current
environment has created decreasing resource supplies, in-
creasing demands in terms of breadth, and increases in the cost
to meet those 'demands. The responsibilities to provide high
quality education to students are the same today as they were
ten years ago, but the means to do so are nol the same.

During this "post-honeymoan" era, many small schools
will he hard pressed to search for suitable decision-making
tools to assist the planners in the difficult task of charting the
course for the institution in the uncertain years ahead, The
higher education literature is replete with software 'systems"
as well as hardware "gadgetry," both of which are presented
in such a way that one feels thurt selecting this program or that
computer will surely lead the institution to the grand and

32

41

Stanley M. Frame
Azusa Pacific College

glorious paradise for higher learning. A whole new.yocabulary
has suddenlk been thrust upon the higher education com-
munity and; indeed, at the present time there is sedans discus-
sion regarding a common languagea language th-5 t would
permit comparison and interchange of information relative to
selected institutional inputs, functions and products.

Being small college oriented, and a bit simple-minded
at that-, it seems to me that what is needed is not another treatise
on the complexities of the science of data management, but
rather a simplistic look at basic infairqtioii needs to support
planning operations in small colleges.

Transactional Data
The first lask is to collect simple, reliable data on high-

er education operations. Certainly this is not a new function,
and to do so on most small college campuses does not require a
great deal of sophistication. For example,- administrators have
always needed to know how many students are registered in
each course that the institution offers.

The second point I woUld make is related to the effi-
ciency of capturing that data. Hopefully, data should be
recorded one time for all uses. I am sure your students are just
as frustrated as ours when We seem to Continually ask them for
certain basic information such as name, soCial security number,
address, parents' address, residence, birthdate, and so on. The
goal of data capture efficiency is to gather this -informatidn at .

the most timely and convenient location. Then sUbsequent in-
teractions with the data source should necessitateonly periodic
verification of the accuracy of the data (has the student-moved,
has his marital status changed?).

What we are creating hero will be the first level of a
three-level pyramid building on what I will call transactional-
data. Them is nothing new about transactional data. It includes,
data of various kinds: for what courses did each student
register? how many students are in each class? what courses
does each faculty member teach? where and when does each
course meet? names, addresses and other personal identifier'.
lion information on applicants for admission, etc, I believe most
colleges maintain information at this level in these general
categories: recruitment, registration, faculty, student, financial,
and development or fund-raising.

Profile Reports
The next level in the pyramid I propose is what I call

the profile level. It is al this level that most -of thn so-called
management reports are developed. This kind of informatkm is
characterized by the putting together of Iwo or more discrete-
classes of transactional data to provide a picture or profile of
some aspect of institutional functioning. Some kinds of informa-
tion generated at this level might include a comparative profile
of admitted and rejected applicants by ability level, schools and



colleges previously attended, geographic regions, or church
denominations: a comparative profile of admitted applicants
who enroll and "no-shows" by such factors as date of applica-
tion, income level or financial need: the numbers and percen-
tages of enrolled studenta by various categories such as
program major, grade point average, income level, or credit
hours completed; student financial aid information including
family income levds, sources of financial aid, average amounti
of college funds used; faculty profiles by department showing
the number of student credit hours produced, the nurober of
credit hours taught. terminal degrees held, or salaqr levels; in-
formation about numbers of classes by dePartment displayed
by enrollment; and information ahout the cost per credit hour
by department, by degree, or by major..Much of this kind ot in-
formation is already collected and, tabulated, sometimeg by
hand, sometimes by 'computer, on most campuses. Reports on
this level are very effective in.communicating to top manage-
ment something of the activities of the institution as seen one
step above the transaction level.

Planning Needs
It is at this last levet that- we move beyond profiles

based upon data on higher education operations. The objectiVe
is to relate these organizationally-focused data to thnneeds of
program-oriented planning.

Planning is recognized as future-oriented. It is the con-
scious effort to determine and select operational objectives,
identify feasible alternative programs available to accomplish
these objectives, calculate die resources necessary to support
the program, evaluate alternative programs, implement the
planned programs, and evaluate the output or resultsfor car-
whoa, modification or recycling. Azusa Pacifie College has
utilized RRPM (Resource Requirement Prediction Model) de:
veloped by.the National Center for Higher Education M-anage-
ment Systems (NCHEMS), Boulder, Colorado. Using funds
supplied by the EXXON Edueation FoundatiOn, Azusa Pacific
College adapted this computer model for use on a System/3
computer. The program, called RRPM/APC, is an enrollment
driven cost simulation model that builds upon the ICLM,(In-
duced Course Load Matrix) method of keeping track of stu-
dents. Essentially, it follows the average student of.a given level
'and major, in the courses that he takes, assigns costs to those
courses to provide reports of costs of 'degree majors, costs of
courses by level in each discipline, etc. It does haVe the
capability to analyze the cost and resource implications of alter-
native assumptions, curricula. courses of action, or degree
programs.

The profile reports used most frequently at the plan-
ning level at our institution are the following: ,

1. RRPM computed productivity reports. For two or
three comparative years reports by division: (a) credit hours
produced; (h) percent of total credit hours; (c) unit cost; (d) FTE
faculty; (e) productivity ratio,

2. RRPM computed projections on teaching faculty. For
two or three 'year comparisons: (a) by rank; (h) by salary; (c)
average FrE faculty sahiry; (d) average salary by rank; (e) FrE
students per FTE faculty.

3. Fiscal projections on students based on fall
semester. Three years comparison showing (a) number of stu-
dents enrolled; (r) geographic origin of students; (c) typical
academic year cost; ((I) applications receive(l, accepted,
enrolled.

4. Comparative information from other Association of
Independent California College and University (AICCU) Croup'

Stanley M. Frame

IV Schools (10 in number) for three years. Comparative infor-
mation on (a) expenditures (education and general, total); (b)
personnel (full time, part time, administrative and staff sup-
port); (c) enrollment (fall semester); (d) selected faculty data.

5. Budget planning data with tables showing (a) num-
bers -of classes by department displayed by enrollment, fall
semester, tWo years; (b) faculty rank and tenure ratios, fall
semester; (c) budget to credit hours produced ratios by depart-
ment, fall semester, two years comparison; (d) budget analysis
expenditures by department, two years comparison.

How Has It Worked?
Utilizing transactional data aggregated together to pro-

vide profile reports, and then putting profile material together
to provide planning information provides a basis for informed
planning. Several changes on our campus are directly traceable
to this improved process:

1, Institutional planners have again been reminded of
the centrality of the student to the enterprise. Since the com-
puter simulation model is enrollment driVen, planners must
again confront the fact that it is the students taking 'courses
offered by departments within degree programs who are really
the institution's reason for existence.

2, The process of data collection and definition has
altered and improved internal planning at all levels within the
institution.

3, Faculty and department chairmen are continvally
reminded of the relationship between financial income through
tuition dollars and curricula and course offerings. Department
chairpersons are carefully scrutinizing low-enrollment courses
that are not deemed critical to degree programs.

4. The driving force for planning is a concern for the
demands and interests of students in degree programs and
courses, not a concern for the wishes of individual departments
and faculty members for offerings.

5. There has been an increased awareness.at all levels
of the concern to improve the productivity of faculty effort
defined as the credit hours produced per F-TE faculty. This hap
been demonstrated by some derSartments adjusting course

.schedules and section loads to achieve a higher productivity
average for the whole department.

6. New degree programs are being scrutinized
carefully for all fiscal implications. A proposed new Master's
degree program is currently' being reviewed in regard to the
RRPM computed coPts and impact on the institution.

Information Sources
I am no more interested in preparing a vest annotated

bibliography of all that has been written on'managemimt infor-
mation systems in postsecondary education than you are in
reading it. However, there have been a few sources that I have
found partiOularly relevant and helpful as I have tried to sort
out the wheat from the chaff in this area.

William A. Shoemaker presented a short and informa-
tFh, article describing some of the software available to help
college managers do a better job in "Overview of Management
Systems for Higher Education," College Management, April,
1974. Shoemaker's presentation outlines operating information
systems, simulation models, procedural systems, and notes on
implemental ion.

The Management Division of the Academy for Educa-
tional DevelOpment published ii summary of the 1973 spring
conference of the Society for College and University Planning.
Entitled "LAO'S End the Confusion Abotil Simulation Models," it
(Wham "systems," provides illumination on problems of imple-

itu
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mentation, and describes a variety of applications.
indiVidual case study experiences are described in the

NCHEMS (Boulder, Colorado) document entitled "Profiles of
Management information Uses" by Robert A. Huff and
Michael E. Young. This May 1974 report describes how 12 in-
stitutions have utilized data from the NCHEMS Management
Information System,

Manning and Management Practices in Higher
Education: Promise or Dilemma is the proceedings of the na-

.tional forum 'on new planning and management practices in
higher education held at Denver in 1972. It presents a 200-page

- compilation of overviews, position papers, and a vaSt array of
systems presentation abstracts.

34

A somewhat dated, yet nonetheless excellent,
guidebook was prepared by Charles Pinnell for the Coordinat-
ing Board of the Texas College and. University System.
"Guidelihes for Planning in colleges and Universities" was
published in five volumes by Texas A&M University in Janu-
ary, 1968. The volumes discuss the planning system, manage-
ment and financial planning, and physical plant planning.

Finally, the series of leaflets entitled -"Planning for
Higher Education" published by the Society for College and
University Planning. New York, in cooperation with Educa-
tional Facilities Laboratories of New York, provide timely infor-
mation relative to various themes or topics appropriate to the
presentation.

4



SPACE PLANNING: REPLACING MYTHS WITH FACTS

Space planning is a must for large institutions and for
all colleges and universities where spaco -requirements ap-
proach space resources. One can scarcely enter this field be-
fore finding that even the simplest analysis requires an
inordinate amount of time to collect the data. Many of the data
requirements and the comparative figures derived from them
have beeh generated for comparative purposes or for state-
generated space allocation formulas (sometimes called guides .

but the realist understands the true meaning as static require-
men(s). In this paper, typical formulas and overview analyses
are reviewed and a report is made of a useful planning .pro-
cedure for the institutional level. The thesis of the paper is 1hat
the elaborate space planning procedures of the past are ineffi7
cient for the typical institutional research officer with scarce
resources of time and budget, and that data are needed which
have real meaning to the institutionnot som-64ither agency or
group.

Tha space analysis procedures were first cbdWed by
John Dale Russell and James I. poi (1957) in their Manaal for
Studies of Space Utilization'in Colleges and Universities.\The
definitions, the collection procedures, and the formulas Used
make it the starting point far studying ways to analyze and to
plan space'utilization. Using simple yet intricate collection for-
mists, Russell and Doi demonstrated how to obtain a useful
analysis of space which, assuming other institutions followed
similar patterns, could be used to compare space utilUation.
The following form-Was represent a small portion of the out-
pouring which greets the reader of this manual (Russell & Doi.
pp. 21-22).

1. Fcrmula for percentage of room-period use:
Assuming that the number of rooms available is 50
and the scheduled usage is 40 hours a week, there
would be 50 x 40 or 2,000 room, periods possible. If
the rooms are Used 1,000 hours ir week, the room-
period use would be 1000/40 or 25 hours. Dividing
the mom-period use by 40 (scheduled usage) yields
the percentage of room-period use on a weekly
basis.

2. Formula for student hours per station:

weekly student-station-period use
student-station size of room

3. Formula for percentage of possible I-station-
prodperiod use:

no, of morn periods used x average size ef class
hrs. per week of usage x no. of student stations in room

x 100

Using these formulas It is possible to solve for the
values which am derived when the data from the collection in-

James R. Montgomery, Beatrice T Mahan, and
cerald W. MuLaughlin

Virginia Polytechnic Institute and Stat'd University

struments for each mom are combined. Figtires I and 2
demonstrate this collection process.

The good space planner will utilize applicable material
from Russell and Doi. The point which should be emphasized .

however, is the need to obtain data which are really useful to
management.

A direct descendant of the Russell and Doi claksic work
in space utilization is a study conducted by John X. Jamlich
(1962) and' reported in a publication of the Educational
Facilities Laboratories, Inc., entitled To Build or Not to
The emphasis in this publication is on Increasing the efficiency
of use of existing space. A space utilization workbook is at
tached to this publication which enables an institution to obtain
a clear picture of its use of-instructional space.

A later consultant, Frederic Wood (Knowles, 1970),
suggests that the most meaningful statistic for space measure-
ment is room-period utilization. This measure can be used to
review room-period use by a specific building or department,
by days of the week, or by hours of the day. The basic form
used by Weod, w,hich one Oiay see is a modification of Russell
and Doi, appears in Figure 3.

In order to project space requirements, Wood
(Knowles, p. 4-115) suggests using the.Drexel method (which
grew out of space projection study conducted at Drexel In-
stitute of Technology under a grant from Educational Facilities
Laboratories, Inc.). This method uses an institutional agency,
for example, the registrar or academic dean, to project space
for future needs by completing a' form which shows:

Sample
Values

Size of course 450
Optimum section size 30
Maximum section size 40
Section meetings per week 3
Room utilization rate based on

no. of hours.rooms used on ave. 50%

From these data one may derive the following room
needs for this course:

450
= 15 x 3 = 45 available hrs. each week for course

30

If the room utilization rate is 50% , this __

available 00 hours each week.

One then proceeds to build this projection by course, depart-
ment, and college to find the total hours that 'morns are needed.
By dividing by the hours II week of room utilization, one
derives number of rooms required. This system suffers from
two problems; (1) it 18 no better than the peNon estimating the
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Name of Iflatitu

figure
SUMMARY OF INSTRUCUONAL SPACE UTILIZATION

BY HOURS OF THE DAY

Form.0

Summary of Instructional Space Utilization by,Houra of the Day'

Data from ForwA: use page for each kind of instructional rooms)

A. Kind of Itjatructioñaj rooms total numhe comma

B. 'Total available room-periods weekly at each hour:

1. Based on institutional's schedule (For each hour. enter in
ouMber of days in the week cIssees may meet at that hour.)

2. Saaed on 44-period week (Enter lo 2nd'oolumn.)

0. Morninuhours (number of :rooms in category times 6)

b. Afternoon hours (number of rooms in category times 5

C. Athal'number of student-stations in this group of rooms

D. Total available etudent-station-peiiods weekly at each ho6

1. ,Based on institution's schedule, (For each hour, enter in 3rd column number of student sLL1on.

number of days in the week classes may meet st that: hour.)

2. Based on 44-period week (Enter in 4th column.)

a: Morning hours (number of student stations times 6)

b. Afternoon hours (nuMber of atudent stations times 5)

iret olumn the number of rooms in category times

Hour of Day

Total Available
Room-Periods

Total Available
ation-Periods Total

Room

Total
.Student

Station-
Periods
Occupied
Weekly

(4)

Percentn of Pusci lelitilIzatlun

oom-Period Basis
_ u ent- t t_ n-
Period Sas

Based on
Inatit.
Schedule

(7)

Based on
Week of
44 FerIode

Based on
Inatit
Schedule

(9)

Based on
Week of
44:Periods

(I0)

----7,7------

Based on
Instit.

Schedule

(1)

Based on
Week of
44'Periods

(2) .,

Baaed op
Inatit.
Schedule

Based on
Week of

44 Periods

(4)

Periods
Used

(5)

7 I 1 WIa a a 4111111 liftiffiaa'/111111 itilmelliMil

11-12

2-1_ P ill
1 i I lill

,
-2-

2=3

3-4

:4-5

5- ,6 _ --441 _ Olit---7111 -41111Pilr'r-==
7 _ 1111*--'1.1.41111vig or._

RAMAIWww.-__
'1,111.1W'
1111ZWarlia

_ 111;211.,..emirwr
Oftiliorr.

trWinirEr11111111111.111'-

.111-11111111111

7.

:

ill-tUitriall

1P1911114111
9 0 INIEFF--

1111.1-11 ---1:---
'"1111

- _

11=12 Millsirstri44 4 _

(RUSiall and Doi, pp. 68-69)
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Figure 2

PERCENTAGE DISTRIBUllON OF TOTAL ROOM PERIODS SCHEDULED FOR EACH HOUR OF ME DAY
AND OF TOTAL STUDENT-STA11ON-PERIOD OCCUPANCY FDR EACH HOUR OF ME DAY

Name of Institution

FORM'D-4 (data from Form A) ,

Percentage Distribution of Total Room Periods Scheduled for Each
Hour of the Day and of Total Student-Station-Period Occupancy

for Each Hour of the Day.

Kind of Instruc _onal Rooms Involved

Hours
Of the
Day

Room-Period Use . Student-Station-Period
Occu anc

Total
Number
at Each
Hour

_Percentage 6 Total- Total .

Pernentate Tota

At Each
Hour

Cumulative
Number
at Each
Hour

At Each
Hour

Cumulative

7-8 A.M.

8-9

9.-10

10-11

11-12

12-1 P.-_

1-2

2-3

3-4

4-5

5-6

6-7

7-8

8-9

9-10-

10-11

11-42

Total 100.0 100.0

(Russell and Dol. 71)
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College

Figure 3

SPACE UTILIZATION SURVEY FORM A

Building Room

No. of Student Pliices: ( )a Sq. Ft. Area b

Notes'

8 to 9

9 to 10

10 to 11

11 to 12

12 to 1

1 to 2

2 to 3

L3to4

4 to 5

to 6

6 to 7

7 to 8

Total
Occupancy
Total
Periods

on ,Tu Wed. Thura. Fri.
,Total Total
Oc-u anc P- iod

_

,

?ercentage Periods out of 44
Student Hours per Avallable Space:

Percentage of Possible Student Occupancy:
Average Percentage.of Student Occupancy per Peeiod:

e

g
h_

The Use of Form A

This is the basic form'ueed for collecting the data for each room and providea the
information used for subsequent forms.
Complete names of college and buildini and room reference number.
Capacity (box s) to be number of student places in the:room.
Area (box b) to be in square feet measured inside the walls.
"Notes" to indicate use of room and whether it is a geneenl-use room or has a limited

or apecialized use.

Complete form by inserting number of students in room for each period above,the thin
line and number Of courac.below

TOtal the students and perioda across llnes and down rolumna, with grand totals in
boxes, c and d, respectively.

Keep forma for Special and General rooms separate Lhr'nigtivuir. Check toats and hozek
c and d; then,compute:

d x 100
Box e . 44

Box f *
a

fx10Box g
44

Box h -c x 100
d x

Sour Wood, F. Spncn requirements for physical facilities. In A, Knowles (Ed,), linndbook of College and Univeraily Ad-
ministralion, Now York: McGraw-Hill, 1070, Used with itertnission of McGraw.Hill Wok Company,
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course sizes, and (2) it is exceedingly slow because each initial
projection must be entered by hand. The institutional
researcher can bypass some of this procedure.

An approach, called the "Numeric Method," for deter-
mining space requirements is presented by Bareither and
Schillinger. (1968) in University Space Planning. As an illus-
tration of the "Numeric Method" consider the index for the

-projection and analysis of classrooth space. Bareither arid
Schillinger (p. 53) suggest using the following valtivs to deter-
mine an index for the number of square feet per weekly stu-
dent hour:

Square feet per student station 15
Hours per week classrooms are

to be Scheduled, = 30
Percent of time each station is to be

occupied when the classroom is in use = 60

15 + (30 x .60) .833

The value not obtained (.833) represents the amount of
classroom space in square feet per weekly student hour that
should Lie available. An important feature of the Numeric
Method is its flexibility. If one wishes to use other values in the
equation, there is no difficulty in determining a new index.

State coordinating councils, state governing, boards, or
other agencies have rushed fearlessly into space-projections.
Their efforts have resulted in comparisons among institutions
and in- formulas for calculating capital space needs. Typical of
such devehipment is' the approach given by Halstead (1974).
This approach derives an Ul, which is the utilization index in
&minable square feet (ASF) per weekly student hour
(Halstead, pp. 432-33).

Ul

H x Ps

Station area in assignable square feet
Hr =- Room use in hours scheduled per week

= Station occupancy percentage for rooms used

If one had a classroom with 15 ASF per student station,
which was used 30 class hours per week, with a 50% station
occupancy, it would be possible to find the Ul as follows:

Ul
5

30 x .50

(One will note that this is the same procedure reported earlier
as the Numeric Method of Bareither & Schillinger.) This
measure allows, perhaps,' comparisons among institutions. Cer-
tainly, one can determine whether classrooms are at 1.0 or
another Ul. The fact remains, however, for internal planning
one does not _know any more than previously; therefore, the
good institutional researcher will not become entangled in such
an analysis.

Sources to aid one to determine space utilization are
available to an institutional Msearcher as evidenced by those
which appear above. The question then becomes what type of
data are actually needed to answer internal questions on

Faced with the need to determine whether a growing
institution could house additional students until such time as a

..building program could catch up with the space demands and
with the typical problem of limited time and money, it became

Montgomery, Mahan and McLaughlin

necessary to cut across previous space utilization needs and
ascertain whether students to be admitted could actually be
scheduled in classes and the faculty to .teach them placed in
offices.

At this point in timelhe hours a classroom was used or
the net assignable square-feet per student station had little rele-
vance; instead, the need existed to know how many more sec-
tions could be scheduledand how many more would need to be
scheduled. Such a requirement led to developing a space
utilization format along the following

1. Develop a Data Bose for Projections: First one pro-
jects the additional weekly contact hours which will be- re-
quired for class and laboratories during the planning. period,
for example, five years. Starting with one of the traditional
methods to predict enrollment, such as percentage increase,
ratio, cohort survival or first degree'curve, it is then possible to
convert projections derived to instructional contact hours. The
conversion to contact hours can be made by using historical
ratios, differentiated by level, by college, or otherwise, or by
using a cross-over matrix such as the induced course load
matrix of NCHEMS.

Based on the faculty funding procedure used, the
results from the enrollment' projections can also be used to com-
pute faculty requirements. The faculty requirements allow one
to apply local ittios or formulas 'to obtain clerical, administra-
tive, and other support staff-requirements. -

I. Analyze the Use of Classrpom and Laboratory
Space: Having obtained projections for students and faculty,
o-ne may new make appropriate assumptions and then begin to
project space needs. One could assume, for example, that the
status quo will cominue and no 'new classroom space will be
available. One should also address the question of.whether
average class size will remain constant and whether classroom
space (rooms and student stations) will remain the same size.
This study assumed a continuing enrollment int.:was° for six
years and no new academic buildings. The reader should bear
in mind that these are rather sweeping assumptions and is in-
vited ,to alter them based on'Prior experiences and institutional
differences.

The next step is by far the most laborious irf this or
other space analysis because it is necessary to obtain a picture
of space utilization. Regardless or Whether one proceeds by
hand or by computer, the material must be assembled one sec-

Table t
CLASS SIZE PROFILE BY UME OF DAY'

Stirling
Time Foroiloterfl

Number of
SecIlom

Avinge
CI 9ie

8 AM 5,412 194 28
9 AM 5,751 213 27

10 AM 7,076 .244 29
11 AM 5,994 222 27
12 N 4,350 145 30

1 PM 5,911 219 27
2 PM 5,500 250 22
3 PM 4,460 223 20
4PM 2,496 :5-
5 PM 480 16
6 PM 132 12 11

7 PM 352 21 16
8 PM 20 15

9 PM 16 15

aTtibk 1 does not reflect atnial dala.
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39



SPACE PLANNING

lion at a time, The analysis used disregarded student-station oc-
cupancy as an unnecessary factor (sOch data fluctuate by
quarter and are most useful for those who want to be confused
with data). Instead, it was only necessary to count sections at
each hour and enrollment in them. From this one could then ob
tain average class size. These data appear in Table 1.

Standards can be established for the number of sec-
[Mils which should meet at given hours, and when these stan-
dards are met or exceeded one can assume that further expan-
sion in sections will be met by extending the use of facilities
later into the day. (Whileuthe number enrolled in a program
may not be sufficiently large to support are'average" class, this
is more a cause to review the frequency .of offering specific
classes in the program than to modify the standard.). An
analysis of these data will indicate whether classroom contact
hours can be absorbed into the existing scheduling procedures.

The results of the ICLM, for example, may indicate that
an undergraduate major in .history creates a load of 16 weekly

. contact hours in classrooms. If one assumes a class size of 25 to
be the desired standard, then three new history students would
be equivalent to adding two section hours to the week (3 x 16 /
.25 = 2).

Requirements for general laboratories or seminar
rooms can be found in the Same manner using different stan-
dards for various disciplines. For example, if a freshman
engineer were 'to create a load of 3 weekly contact hours in
chemistry laboratory and if the general chemistry laboratories
were to have 25 stations each with a standard of 20 students
per section. then the addition of 40 freshmen engineers would
require an increase. of 6 section hours a week for chemistry
laboratories.

Based on the existing utilization of instructional space.
decisions can be made on the next steps. It may be possible to
schedule more classes during the day; it may he necessary to
extend scheduling into the evening.

Returning to the data, it may be observed in Thble
that between 8 AM and 4 PM the number of Sections range
from 145 to 250 an hour. The researchers arbitrarily decided
that 210 sections represented a target for optimum hourly
scheduling. Even then ihc likelihood of b'uilding conflicts into
the schedule has increased. Combining the FIT student pro-

.

Table 2.

ADDMONAL SEC11ONS NEEDED FOR ADDITIONAL FFE
. STUDENTS'

Year

FR
Under-

Graduate
1TE

Graduate

Additional
Ciao

btirs/wk

Additional
Ciao

Firs/day

Additional
Sectiore

Needed/dayc
1 700 100 13,800 2,760 110 .
2 500 . 170 11,040
3 325 300 9,450 76
4 260 270 7,920 1,584 63
5 120 250 5,160 1,032 41
6 60 175 1540 708 211

aTable 2 do s1 reflmt actual data.

Using ia contact hours for each additional Fit undergraduate st LI(140 Li 12con-
tact hours for each additional ITt graduate .4 udent, additional class hoins per week
were calculated.

cAn average class Ize of 25 wi thU'rrnIn4 lIE nu Iv, of additional sec-
tions renuirat

5
40

jections by level and the data from Table 1. it was possible to
obtain the results in Table 2.

Using an average class size of 25 and 21n sections per
class hour as a local standard, it max be seen that the 8 AM..12
N, and 4 PM class hours could handle 135 additional sections,
Under these assumptions,.the 110 additional sections required
for Year 1 could be handled during the current 9-hour class
day. By Year 2 the regular class day would have to be extended
by et least one hour (135 110 = 25 additional sections that
could be handled during the current 9-hour day, but a total of
88 additional sections are needed, which means that 63 sac-
tions would need to be added to the 5 PM time period which al-
ready has 30 sections). The 5 PM time period now would have
30 current sections, 63 added for Year 2, but could still accom-
modate qi - (63 4- 30) or 117 additional sections. Since:only
76 additional sections are-needed for Year 3, these can all be
handled by the 5 PM time period. This leaves 117 76 or 41
sections that could still be added to the 5 PM time period. In
Year 4, 63 additional sections are required. 41 of which can he
added to the 5 PM period, with the remainder (22) being added
to the 6. PM time period which only has 12 sections currently.
One can see that the class day would not need to be extended
further to accommodate the additional sections needed for
Years 5 and 6 (22 + 12 + 41 + 28 103 which is less than
the 210 standard). From this analysis one can see that by Year 2
the regnlar class day would have to be extended by at least one
hour and by Year 4 by another hour. In actuality, the 6 PM
starting period would probably need to be slipped to 7 PM or
7:30 PM to allow an evening break.

In evaluating the scheduling for laboratories, one
should recall a study conducted by the California Coordinating
Council for Higher Education (1971), which showed that in the
California state colleges the -percent station occupancy for
classrooms dropped significantly after 5 PM, hut only a slight
decline occurred for class laboratories. -

Classrooms
Lower Division Clas
ries
Upper Division Class
ries

Percent Station Occupancy
Et AM - 5 PM -5 PM - 10 PM

76%
Laborato-

La bora to-
93%

38%

61%

87%

90%

These findings seem to Indicate that if additional
classes must be scheduled for the evening hours it would .be
better to schedule laboratories rather than lectures.

3. Reviewing Sole Proprietor Space: The faculty and
staff required to meet the increase in student enrollment gener-
ate office needs which might be considered on a sole proprietor
basis. Here one should consider the amount of space needed by
faculty, staff, graduate assistants, and others, for example, ad-
ministrators.

In order to compute faculty space needs, the assump-
firm can usually be made that faculty members will maintain
the same average office sizes as currently exist. Needless to
say, faculty office space Varies on a campus frequently as a
regult of age of buildings, The procedure used to determine
office space included the following steps:

The current average office size was calculated for the
leaching faculty, the research faculty, and the extension and
public service faculty. This caleulation was made for the teach-
ing faculty by dividing the leaching faculty office space in in-
ventory by the number of allocated instructional positions. A



Table 1.

TOTAL OFFICE SPACE NEEDED TO AIN CURRENT
LEVILSa

Year

reaching
Number

Projected

r nhy
Spa
Nrd

Rama Faculty
F4umber Space
nutectra Needed

Extension Facutry
Number Space

Projected Needed

1 427 72,590 123 20,910 75 13.5110

2 444 75,480 128 21,760 78 14,041.1

3 459 78,030 132 22,440 RI 14,580
473 80,410 13U 23.120 83 14,940
484 82,280 139 23,530 85 15,300
492 85.640 142 24,140 15,6e0

4Tab le 3 does fled actsul data.

similar calculation was made for the other twi). groups of
faculty.

Using th'ese three averages and the faculty projections,
the total office space required to maintain current levels was
determined.

In order to illustrate the procedure, as u e the folio
ing values for average-office size:

Teaching Faculty
Research Faculty
Extension & Public Service

Faculty

170 sq. ft./FrE
170 sq. ft./FTE

180 sq. ft.IFTE

Combining these valites with faculty projections, total office
space considerations can be determined'as shown in Table 3.

The results in Table 3,indicate a need for an additional
11, 050 square feet for instructional faculty, 3,230 for research
faculty, and 2,160 for extension-faculty for a total of 16,440 net
assignable square feet.

. 4. Add Adjustments for Local Conditiens: One next
makes refinements in the projections based on local knowledge
and conditons.

a. The amount of new space coming into use or the fact
that no additional space will be available should be considered.

b. Recognition of the latitude needed on the ideal num-
ber of students per section should be addressed.

c. Consideration should be given to the method of han-
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dUng megasections enrollments over several hundred) and
television sections.

d. Since night classes traditionally have lower enroll-
ments, consider what standards should be expected in them
and how this affects faculrisize.

5. Results of Analysis The data now assembled allow
administrators to identify and to approach several hard deci-
sions. Circe may observe that these data suggest a university
which faces a critical era caused by a failure of the state to pro-
vide sufficient Space for growth. Sevd-ral avenue5 of approach
might be considered:

a. Develop a computerized space scheduling pro-
cedure to obtain the optimum use of available classrooms and
laboratories.

b. Make a review of the following:
(1)', Should the universiry accept the crowding con-

ditions which must certainly develop?
(2) Should growth be curtailed?
(3) Should an all out effort be made to obtain

space, for example, convert a dormitory to
offices, obtain trailers for offices, build .a tem-
porary building, seek private financing for a
new classroom and office building?

c. Study ways to inerease section sizes, for example,
through use of television or converting existing classrooms into
larger lecture halls. -

Summary
The current problem with traditional space analysis

systems is that they-focus on utilization of space by clod( hours
or another index. Net assignable squaM feet divided by student
stations may be a statistic to use in negotiating for new build-
ings or for reviewing the number of student stations in a given
room, but it is irrelevant in analyzing space uses in the institu-
tion concerned. One needs to instead look at where and when
additional sections can be scheduled. Faculty and staff space
requirements should be computed in the projections under-
taken. The effect of adding students in certain curricula and the
resulting space requirements should be analyzed.

Few institutions have sufficient space, nor will they
have enough space in the foreseeable future. As long as enroll-
ment expands or changes occur in the rnix.of students, on-cam-
pus analyses of space uses need to be undertaken.
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A PERFORMANCE INDEX FOR USE IN COMPARATIVE BUDGET ANALYSIS

Despite expressed concern for the need to appraise
product quality, efficiency is still the primary motivating force
for tl:re majority of the accountability advocates: and rightly so,
in a large number of. situations. Therefore, until some break
through in measuring quality is reached, it seems appropriate
to investigate all, possible techniques for assessing efficiency
and identifying the situatidtsr conditions in which efficiency
measures seem to be most-feaiible and usdul:.

From the field of physics efficiency is defined as the
ratio of output to input. where input and output are usually
measured in equivalent units. In education, as in business:
measures of input and output are usually very different thins,
and expressions of efficiency. instead of being stated in percen-
tage terms, are usually expressed in terms of numbers of units
produced per input unit. Typically, the measures of input are
defined in dollar terms and the measures of output are err
pressed in terms of numbers of student-credit-hours, student-
contact-hours, students, served or.. graduated. etc. Although
there are limitless possibilities for such measures, those most
commonly used are probably student-credit-hours or student-
cen tact-hou rs.

Usually the previously mentioned measures of input
and output are combined and expressed as unit costs. i.e., effi-
ciency is expressed indirectly,(and inversely) in terms of the
cost of producing a certain unit, for example, $25 per student-
credit4rour. Such expressions are easy to understand and
useful in budget allocation and planning, but they do not pro-
vide direct information regarding the relative efficiency of the
input ingredients, e.g., faculty utilization, auxiliary instruc-
tional assistance, supplies and materialsuied, etc. Nor do they
convey clearly whether unit cost differences are due to
differences in input levels, instructional processes or pro-
cedures. output levels, or all three.

The two primary components of input into the opera-
tion of a department are the total dollar resources available to it
(including faculty salaries) and the number of faculty members
who are considered paid by or cross-charged to the depart-
ment. But two departments with comparable dollar resources
and rrE faculty may oyerate in a totally different fashion. How
the department operates will determine the number of faculty
members at given ranks, the ways in which faculty members
spend their time, the number of courses offered, the use of
secretarial staff and assistants, the size of classes taught, and
the expenditures for supplies:equipment. and other depart-
mental needs. Thus input for instrtiction is eompo4ed of 'dollar
resources and faculty effort In one department high ranking
(or high salaried) faculty may be kept at a minimum; in
another, nearly everyone will be at a top rank, or salary level. In
one department lower division courseS May be taught by full
professors; in another by teaching assistants or part time
faculty. Therefore, the input of an instructional unit should be
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thought of not only in terms of dollar resources allorated to it,
but in terms of how faculty effort is directed.

The purposes of this paper are: (a) to propose the very
simple development and use of indexes to facilitate comparison
of input and output elements for better understanding and
easier interpretation of differences in these elements among
like departments in similar institutions, and (b) to describe cue
combination of such input and output indexes into a' composite
index of efficiency which has been labeled the Performance In-
dex (PI). The PI may be developed from inter-institutional com-
parisons of input and output elements and used in planning
and making budgetary adjustments to reward efficient units or
penalize inefficient units. The PI is intended for use in compar-
ing like units in comparable institutions, such as similar depart-
ments, or in terms of classifications such as the PCS Discipline
Categories developed by the Natipnal,Center for Higher Educa-
tion Management Systems (NCHEMS). The index approach
would seem to have potential for use in comparing different
departments within an institution, too. but that alternative is
beyond the scope of this paper.

Although various input measures may be used, and in
different forms,i the measures used in this article will be
restricted to the total dollar allocation for a given department
(excluding equipment) and Full Time Equivalent (FrE) faculty
effort devoted to instructional activities in that department.
Similarly, output may be expressed in many units, but will be
restricted to student-class-hours produced by that department
in the examples presented.F Real data collected from several
similar institutions will be used to snow the development of
comparative indexes for each measure of input, for the putput
measure, and for the three measures combined. Separate data
will be utilized for lower division, upper division, and graduate
division courses to illustrate differences.

Such comparative Performance Indexes,, readily in-
terpretable by administrators, should provide useful informa-
tion for management decision-making regarding instructional
budget allocations, An example of how such comparative in-
dexes could be used in making supplementary budget alloca-
tions for instruCtional purposes will also be presented. Possible
dangers and pitfalg involved in the use of Performance Index-
es to adjust budget allocations will be discussed.

Input and Output Indexes
The process of developing indexes is very simple. One

collects data of a given type in exactly the same form from a
number of institutions. A re;erence paid is then established,
depending upon, the nature of the comparison desired. If an ad-
ministrator wants to compare the total dollar expenditures for
lower division instruction in his English department with the
similar total dollar expenditures in English departments in
other institutions of the same type, he- may use the figures for



his department as the reference point. If an administrator for a
system wants to compare total dollar expenditures for instruc-
tion in English departments in all institutions in the system, he
might use the mean or median (or minimum!) expenditure as
the reference point. The comparative index is obtained hy
dividing each of the expenditure figures into the reference
figure. Thus the reference point will have an index of 1.00. If ;lc,

department has an index of 1.25. that means that that depart-
ment has spent 25% more than the reference figure for instruc-
tion. An index of .87 indicates that that department spent only
87% as much as the reference department.

The Performance Index
The same procedure can be followed to develop index-

es for any measure of input, such as Full Time Equivalent
(FTE) faculty, or for various measures of output. Such indexes
are indicated in Table 1 for a given college or department (say
Education)) The table shows the number of Student Class
Hours produced by the given unit in each institution, the total
dollar expenditures for instruction at each level-lower divi-
sion, upper division, and graduate-the rrE faculty time
devoted to instruction at each level, the Input and Output In-
dexes determined by comparing each measure to the Median
for that measure, and the composite index-the Performance

John E. Stecklein

Index (PI)-which relates the two input measure indexes to
the output index. The PI is the ratio of the output index to the
average of the two input indexes. Figure 1 compares the Pls for
the several institutions graphically, and against the Median
Performance Index.

A scrutiny of the figures in Table 1 shows that the unit
in institution C (Output Index of 1.17) produced 17% more
lower division student class hours than the median, but worked
with more than twice as much money (Index of 2.08) and put
nearly twice (Index of 1.97) as much faculty time into instruc-
tion as the median. The effects of these disparities in input and
output are reflected in the Performance Index (.58). which
shows that the unit in institution C is only about half as effi-
cient, over all, as the median institution (PI of 1.00), in contrast,
institution C's unit is slightly above average in perforinance at
the graduate level (PI = 1.09). At this level it produced more
than twice the median number of student class hours (Output
Index = 2.12), using 81% mom dollars than the median figure
(Index = 1.134 and slightly more than twice the faculty effort
(Index of 2.11). The comparisons are shown graphically. for
each instructional level, in Figure 1.

Use of Performance Index for Budgetary Adjustment
The Performance indexes may be applied directly to

Table 1:
BASIC OUTPUT AND INPUT DATA FOR USE IN COMPUTING THE PERFORMANCE INDEX FOR-THE
FIELD OF EDUCATION, IN SELECTED COMPARABLE INSTITUTIONS, USING THE MEDIAN AS A

REFERENCE POINT

lower Division

Student Class Hours

Outpul
Sch Index

Total Depfl Expenditures
.(ercl. equipment)

Input
Dollars Index A

Full lime Equivalent
Teaching Staff

Input
FTE Index B

Performance

Indexa

Institution A 4893 27,122 . _ 4.42 .93 .92
institution B 5738 1.00 29,234 1.00 4.76 1.00 1.00
Institution C 6718 1,17 60,859 2.08 9.38 1.97 .58
Institution D 8230 1.43 82,462 2.82 11.07 2.32 .56
Institution E 3948 .69 11,363 .39 2.28 .48 1.59

edian 5738 -1.00 29,234 1.00 4.76 1.00 1.00

Upper Division

Institution A 16,935 1.46 128,796 1.11 20.77 1.20 1.26
Institution 13 13,139 1.13 158,643 1. i6 23.36 1.35 .83
Institution C 10,129 .87. 153,382 1.32 21.55 1.24 .68
Institution D 14,472 1.24 , 202,594 1.74 24.99 1.44 .78
Institution E 16;654 1.43 103,502 .89 12 07 .70 1.78
Institution F 5274 .45 58,429 .50 9.35 .54 .86
Institution G 9323 .80 67,354 .58 8.28 .48 1.52
Inititution H 5224 .45 100,097 .86 13.135 .80 .54

Median 11,634 1.00 116,149 1.00 17.31 1.00 1.00

Grad School

Institution A 5845 2.19 65,936 1.15 8.48 1.38 1.72
Institution B 2379 .89 41,206 .72 3.89 .63 1.32
Institut ion C 5635 2.12 103,788 1.81 12.98 2.11 1.0?
Institut ion D 2949 1.11 59,648 1.04 8.09 1.32 .94
Institution E 1924' .72 55,265 .96 4.20 .68 .88
Institution F 1467 .55 49,284 .86 4.18 ,68 .71-
Institution G 4856 1,82- 105,434 1.84 9 82 1,60 1.06
Institution H 1016 .38 18,381 -.32 2.43 .ao 1.05

median 2664 1.00 57,456 6.14 1.00

dFefformance Index Out ut Index
1/2 (Input ex A + Input Index B)
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PERFORMANCE INDEX

Figure 1

PERFORMANCE INDEXES FOR VARIOUS COLLEGES, UPPER DIVISION, LOWER DIVISION, AND GRADUATE
LEVEL

(Performance Index ratio of Index of-Student Class Hours produced to Average of Indexes, of FTE Faculty Devoted to
Instruction and Total Dollar Allocation to Instructionexcluding equipment)

the budget allocation process as a means of rewarding and
penalizing departments .for efficient or inefficient use of
resources. That is, the Indexes may be applied Jo budgeting
allocation techniques of certain types. The procedure fer apply-
ing them to a budgetary process based on unit cost data will be
described in this section. The technique should work with
ether budgetary procedures, but some adjustments will proba-
bly be necessary in the interpretation of the Pis as they are ap-
plied.

If unit cost data are used to allocate dollars, some basid
number representing the anticipated outputenrollments, stu-
dent credit hours, student class hours, etc is needed for bud-
geting purpoops. In the exainple shown in Table 2, the increase
or decrease in. number of student credit hours has been pre-
dicted for each level of instruction. The PI can be used to adjust
the dollar allocations that would cus tomarily be indicated if the
increase or decrease in 'number of student credit hours was
simply multiplied by the costs per student credit hour for the
given level of instruction. When the PHs applied, however, the
dollar amount preduced by multiplying the unit cost hy the anti-
cipated increase or decreage in student credit hours is in turn
multiplied by the PI if an increase in output is indicated. For an
expected decrease in output, the difference between the PI and
2.00 is used in order to adjust appropriately for above or below
average 'efficiency.; This step is necessary when output
decreases are expected, because it does not male sense to-
cause an extra increase in reduction of dollar support for an

. efficient operation or cause a decrease in,the support less than
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dictated by unit costs for an inefficient operation.
A detailed explanation of one cr tvio lines ot data from

.Ta.kqe 2 will clarity the process just described. Listed in Table 2
are the predicted unweighted student credit hour increases or
decreases for the various units in Institution C, by level of in-
struction, Listed in the second set of columns are the unit cools
per student credit hour, also by level of instruction. The third
set of columns shows, by instructional level, the Performance
Indexes determined by comparing the respective instructional
units (college divisions or departments) in Institution C with
like units in other comparable institutions. The Pis were deter-
mined for each unit in the same way as those discussed in Ta-
ble 1. In each instance, the median is being used as a Perfor-
mance Index reference point, with a value of 1.00. Thus, a PI
greater than 1.00 indicates a unit with a performance rating
above the median, and a PI lower than 1.00 indicates a unit.that
is not performing up to the 'level of a median unit in 'terms of
efficiency.

The fourth set of columns shows the dollar allocations
that would be made to each unit after the dollar amounts have
been adjusted according to the Performance Index. For Educa-
tion, for example, an increase of 939 student credit hours is ex-
pected at the loweedivision level. This riumber is multiplied by
$9.06 per student credit hour to arrive at a dollar allocation of
$8507, before adjustment for comparative performance. The
$6507 is then multiplied by the PI of .58 to obtain an allocation
of $4934 for the expected increase in student credit hours at the
lower division level. The Pis are applied in similar fashion for
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Table 2:
ANTICIPATED CHANGES IN STUDENT CREDIT HOUR LOADS, UNIT COSTS, PERFORMANCE INDEXES, AND

DOLLAR ALLOCATIONS TO HANDLE CHANGES IN STUDENT LOAD, BY LOWER DIVISION, UPPER
DIVISION AND GRADUATE LEVEL

Predicted Increases
or Decreases in
Student Credit

Hour Load
Unit Costs

Stud. Cr Hr.
median Index

1.00

Dollar Allocation
for Enrollment

Increases or Decreases

Instructional
Units LD U.D Grad L D LLD Grad L D U.D Grad LO U.D Grad Total

P

Cent
Agriculture 3441 4718 90 $ 5.54 $ 7.60 $1128 .92 126 1.72 $ 20,588 $45,180 5 1,746 $26,338 15
Business 166 2390 132 5.09 1207. -17.32 1.00 .83 1.32 845 23,943 3,018 26,116 15
Education 939 1023 509 9.06 15.14 18.41 .58 ..68 1.09 4,934 10,532 10,214 25,680 15
Engineering 5079 2499 562 1 ao2 13.99 20.22 .56 .78 .94 3 2 8 , 4 99 27,270 12,045 43,724 25
Liberal Arts 4439 2327 280 2.88 6.21 28.72 1.59 1.78 .88 20,327 25,722 7,077 53_126 30

174,984 103%

the figures fur Education for the upper division and graduate
levels of instruction to obtain allocations of $10,532 and
$10,214. respectively. Added together, the Education unit
woulil he allotted $25.680 to take care of anticipated increases
over' their current budget.

In contrast, the Agriculture unit is expecting a decrease
of 3441 student credit hours produced in the coming year at,the
lower division level. When this number is multiplied by the
unit cost figure of $5.54, a decrease in dollar allocation 'of
$19,063 is obtained. However, the Agriculture unit is below the
median in performance at this level, so the dollar allocation
should be adjusted to take the PI of .92 into account, If one
simply multiplied the dollar amount by .92, the result would be
a reduetion of the dollar lossa bonus, wherePQ pcnally
should be applied P. is theiefore necessary to subtract .92 from
2.00 to effect a slight increase in the dollar loss due to the drop
in student credit hour Output. Multiplying the $19,063 figure by
1.08 results in a decrease in dollar allocation for instruction at
the lower division level of $20,588. Combining this decrease
with the increases entitled at the upper division and graduate
levels due to anticipated increases in output, adjusted for high-
er than median performance, results in a net increase of
$26.338 for Agriculture as a whole unit. Calculations for the
other units were made in the same fashion, If a specific dollar
amount has been set aside or appropriated for increases in stu-
dent load, the allocations derived in the fashion described
above may be totaled, and the percentages of that total repre-
sented by the dollar allocations for each unit may be applied
against the fatal appropriated, to utilize the total appropriation.
Or, the remainder may be-used for discretionary allotments to
adjust for unusual circumstances.

The reader might ask why the adjustment indexes are
not applied to the dollar allocation needed to take care of the
total number of student credit hours anticipated for an instruc-
tional unit rather than to just the increase or decrease in num-
ber, Such an application can, of course, he made. The impact of
such a sudden adjustment could he traumatic, however, or
create severe administrative problems. By adjusting only for
changes, the effect is more gradual and, if continued for a
period of years, should effect an overall change in efficiency
which is administratively feasible.

Obviously, the PI should not be used to adjust budgets
mechanically. Knowledge of special conditions, e.g., offering of

new courses, changes in scheduling. elimination of require-
ments and so on, that may effect class size should be taken into
accot nt, as should restrictions on faculty assignments such as
special duties, heavy tenure, etc. Of course, the comparability
of the comparison units should he carefully weighed before de-
veloping the Pls.

Summary
The use of indexes can facilitate the understanding of

sources and amounts of variations contributing to efficient
operation of instructional programs. By cionvrxerti5t irnpurteannctei
output measures to us.ng median
points, the input and output levels for a given instructional unit
may be easily compared with input and output levels for like
units in similar institutions. The separate input and output in-
dexes may in-turn be combined into a composite index of effi-
ciencylabeled a Performance Index (PI)by dividing the
output index by the average of the input indexes, The Perfor-
mance Index is useful for interinstitutional comparisons and-
may be used in making budgetary adjustments to reward effi-
cient Operation,

in the example described in this study, measures of in-
put were total dollar expenditures for instruction (excluding
equipment, but including salary allocations of both profeSsional
and non-professional personnel, materials and supplies, etc.,
utilized in instructional activities), and the Full Time
Equivalent faculty time devoted io instniction. The Output
measure was the number of student class hours produced.
Other measures for either input or output may be used in com-
puting indexes.

Whatever reference point is used, its index will be
1.00. The other indexes will then vary below or above 1.00, in-
dicating less or more efficiency than the reference point. The
indexes may then be used to adjust budgetary allocation to
reward efficient units or to penalize inefficient units, if desired.

Although the prOcedure has been applied to only one
set of measures of input and output in this report, the
possibilities of using indexes with various measures of input
and output appear limitless, Much more experimentation with
the..use of indexes in making budgetary allocations would.be
desirable, particularly an assessment of the long-term effects of
such a "reward and penali2e.system upon departmental prac-
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tices. Unfortunately, the development of such interinstitutional
comparative indexes is dependent upon the continued, uniform
collection of basic input and output data by inslitntions of com-

parable type. Because of this need, the potential use of Perfor.
mance Indexes for interinstitutional comparisons seems
greatest in unified or coordinated systems of higher education.

9.1tstity, Gulko and Sheehan propose the use of seven data elementsa meaSure of instructional cifferings. a measure of student instructional -

activity, average refative faculty effort. ITTE faculty, total faculty compensation expense, expense for instructional support, and non-instructional
academic department expensesin their instructional Cost Index procedure.

2Student dos hours are used instead of student-con tachhours to convey the idea that the contact is Mstricted to regularly scheduled dames and
does nut include informal or unscheduled contacts, However, such inclusion might he very appropriate in certain situations, e.g., in institutions with
graduate programs, for more refined analysis, if such data are available.

'ill the PCS Discipline Categories differ for a given department among the institutions, comparisons should be limited only to the Discipline
Categories that are ojmmon to all institutions being oimpared. Of course the comparisons can be based only on Discipline Categories instead of depart-
ments, but since budget Amnions and staff assignments are typically made by wileges and departments, it is more useful to compare departmental
units.

Eleatty, G., Jr.. Golko, W. W.. Sheehan, B. S. The instroctiiinnl cost indm Boston: University of

CP
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FORMULA FUNDING OF HIGHER EDUCATION IN THE UNITED STATES:
AN OVERVIEW OF THE STATE-OF-THE-ART

The great increase in the budgetary requirements of
higher education during the last two decades has resulted in a

corresponding increase in the growth rate of stale appropria-
tions for public colleges and universities. As more slate
resources have been channeled into postsecondary education
each year, budget agencies and legislatures in many states have
become acutely aware of the need for a systematic and objec-
tive approach for exercising greater control over public funds
for higher education. On the other hand, college and university
administrators are determined to protect academic freedom
from the encroachment of budgetary restraint. One logical com-
promise has been the development and deployment of budget
formulas to determine the appropriation request or allocation of
stale funds for the operating budgets of slate-supported institu-
tions of higher learning.

Extent of Budget Formula Utilization
A drittoral dissertation completed by the author in 1973

(Gross, 1973) surveyed each state to identify the existing bud-
get furmulas currently in eQP. Twenty-five states were found to
be utilizing budget formulast in justifying requesis for !he
1974-75 or 1974-76 operating budgets of state-supported col-
legiate institutions. The extent to which each budget formula
was usedin calculating the appropriation request for each of
the eight functional hudget areas (instruction and departmental
research, organized activities related to instruction, libraries,
general administration and general expense, student services,
organized research, extension and public service, and physical
plant c, eration and main(enance)generally recognized by most
colleges and universities is presented in Table 1. Whereas the
budget formulas in use were all different, very detailed, and-
quite complicated, a summary of their general characteristics
follows:

1. Budget formulas in 21 states (Alabama. Arkansas,
Colorado, Florida. Georgia, Louisiana. Maryland, Mississippi.
Nevada, New jersey, North Dakota, Ohio. Pennsylvania, South
Carolina. South Dakota, C.cennessee, Texas, Virginia,
Washington, and West Virginia) were applied statewide. The

_ Minnesota formula was applied only to the state collegeS and
excluded the University of Minnesota system. The formula
used in New York applied only to the City University of New
York system; the State University of New York system used
guidelines. in Oklahoma twa institutions were not funded
under the regular formula; instead, their allocations were
determined by a new program/formula bodget system being
pilot-tested. The Wisconsin formula was used only for the
.University of Wisconsin system.

2. A majority of the budget formulas was used for de-
veloping or justifying operating budget requests. Only four
slates (Florida, Louisiana, Mississippi, and Oklahoma) ap-

Francis The University of Tennesse9 at Martin

peared to have actually used formulas for allocating lump-sum
appropriations from their legislatures among institutions.

3. Two separate budgeting techniques were found lo
be in use: Zero-,base budgeting (where the operating budget is
dhveloped anew each year ',Ind justified by objective or subjec-
tive data) was practiced by 23 formula states, and incremental
budgeting (where the previous year's operating budget
becomes .the base -to which additional requestsjustified by
objective or subjective dataare. added) was practiced by two
formula statesNew York and Wisconsin.i

,4. Formula components followed two separate ap-
proaches in calculating the funding requirements for budget
areas. The all-inclusive approach (where the total amount for
one or more budget areas is determined through one calcula-
tion) was used in 59% of the formula components, and the
itemized approach (where the amount for one or more budget
areas is the sum of several-separate calculations, e.g.. profes-
sional salaries, nonprofessional salaries. departmental ex-
penses, etc.) was,used in 42% of the formula components. Ta-
ble 2 presents the number of components in which each for-
mula approach was used.

5. Marty hudgol formulas differentiated among
academic areas and student or instructional levels. (See Tahic
2.) Sensitivity to these factors was most prevalent in the
calculation of the estimated funding requirements for instruc-
tion and departmental research, where 14 states differentiated
among academic areas and 23 states differentiated among stu-
dent or instructional levels. Ten states (Alabama, Arkansas,
Colorado, Florida, Louisiana, South Carolina, South Dakota,
Tennessee, Texas, and Wisconsin) used budget formulas
which .differentiated among both factors.

6. A majority of the formula slates used budget for-
mulas which differentiated among institutions or types of in-
stitutions. Seven states (Florida, Minnesota. Ohio, Penn-
sylvania. Virginia, Washington, and West Virginia) specified
(or allowed each institution to specify) different formula factors
(e.g.. rates, percentages, or ratios) for individual institutions.
Twelve states (Colorado, Florida. Louisiana, Maryland.
Mississippi, Missouri, Nevada. New jersey, North bakota,
Oklahoma. South Carolina, and South Dakota) differentiated
among types of institutions (e.g., colleges, specialized schools,
regional universities, and comprehensive research universities)
by specifying different formula factors. (See Table 2.)

7. Three basic computational methods were identified
under which every formula calculation can be classificd. They
were: (a) the rate per base factor und (RBFU) method; (b) the
percentage of base factor (PBF) method; and (c) the base fac-
tor-position ratio with salary rates (BF-PFUSR) method. A
summary of the number of slates using each method by budget
area is presented in Table 3. The RFBU method was used in
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Table 1

FORMULA CALCULATION OF FUNCTIONAL BUDGET AR IN TWEN FIVE STATES
Irstruction

and
Departmental

State Research
Alabama
Arkansas
Colorado p
Florida
Georgia
Loukiana F_

Maryland
minnesola
Mississippi
Missouri'
Nevada
New Jersey
New York"
North Dakota
Ohio
culahOma
Penmylvania
South Carolina
South Dakota Pd
Tennessee
Texas

F4Washington
West Virginia P

Wisconsin

a

ActMties
Related to
Instmction Libraries

F

General
AdmInIs
tration

and Ex

F

Student
Senices

r -

F

F

Organized
Extension

and Public
Research Service

Pe

Physical Plant
Operation and
Maintenance

Totals 25 7 23 17 19 6

Key: F = Fully recognized by formula component.
P = Partially recognized by formula component which ncludd

aFaculty Salaries Only
-General Administration Only

CBuilding Maintenance and Custodial Service Only
dFaculty, Academic Administration, and Supporting Salaries Only
!Public Service Only
iFaculty and Supporting Salaries Only

"The Goverwr's formula.

"The City University of New Yod: fiiiila

ghBuilding Maintenance Positions Custodial Positions, and Utility and Fuel Cost Only
l'Faculty and Academic Administrative Salaries Only
!Total FIE Positions and Operating Expenses Only
'Faculty Salaries Supporting Salaries; and Operating Expense Only
k
Personnel Salaries Only

Table 2

SUMMARY OF BUDGET AREAS RECOGNIZED, FORMULA APPROACHES, AND AREAS OF SENSITIVITY OF
'FORMULAS IN TWENTY-FIVE STATES BY INDIVIDUAL BUDGET AREA

Recognized by Formula Formula Approach

. Functional Budget Veit

Included
as Fonnula

Components

Separate
Formula

Cornpooar
All

inclusive

Instruction and depart-
mental research 25 25

Organized activities re-
lated toinstruction 7

Libraries 23 22 11

General administration
and general expense

.
17 17 15

Student services 19 II

Organized research 4 1

Extension and public ser-
vice . 6

Physical-plant operation
and maintenance 18 10

48 6 1

Itemized
Academic

Areas

Differentiation
Student or

Instructional
Levels

Among
instliutions

21 14 23

10

1

16

5

2



Table 3

SUMMARY OF FORMULA METHODS USED BV
BUDGET AREA IN TWENTY-FIVE STATES

.ormula Methods

Budget Ar e liFtI POF OF-PRISR

Instruction and-departmental research

Organized activities related to instruction

Libraries

General administration jod

Student services

Organized researc

Extension and public service

Physical plant operation and maintenance

10

2

11

2

17

II

Where: RIM) is the rate per base bdor unit method,'
PEW is the percentage of base factor method.

. BF-PRISR is the base factorposition ratio with salary rates method.

37% of the calculations and was the primary method used in
estimating funds for student serviceS. The PBF method was
used in 40% of -the calculations and was the primary -method
used in estimating funds for organized activities related to in-
struction, libraries, general administration and general ex-
pense, and organized Tesearch. The RBFU and PBF methods
were used equally in calculating the e-stimated funds for plant
operation and maintenance. The BF-PRJSR method was used in
23% of the calculations and was the primary method used in
estimating funds for instruction and departmental research.

8. A geographical distribution of formula and non-for-
mula states indicated,that formula funding was most prevalent
in the Southeast (where 10 out of 12 states. used budget for-
mulas), the Mideast (where 4 out of 5 states used budget for-
mulas), and the Great Plains region (where 4 oul of 7 states
used budget formulas). The states in the Southwest (four) and
Far West (four) were evenly divided oh formula and non-for-
nuila usage, while only a yninority of the Great Lakes (two out
of five) and Rocky Mountain (one out of live) slates used budget
formulas. The New England states (six), as well as thase out-
side the continental U.S. (two), did rint use budget formulas.
Twelve of the 14 Southern Regional Education Board (SREB)
member states used budget formulas.

9. Three states (Maryland, New Jersey. and Ohio)
were using formulas designed to complement programilormula
budgeting systems Centered around the development of expen-
diture models (a) based on historical expenditure records, (b) -

program-oriented, and (c) applied on a, formula basis.

Generalizations Concerning Budget Formula Utilization
Based on the extent of budget formula utilization in

1973 and the characteristics of the individual formulas; the
following generalizations and conclusions are offered:

1. Budget formulas are most likely to be used and ac-
ceptea in (Nose states which spend relatively less on higher
educationthe reason being that formula funding at least
assures institutions of higher education of a minimum founda-
tion of state support on .an equalized basis among colleges,
regional universities, and comprehensive universities.

2. Budget formulas have been used predominately in
calculating the estimated funding requirements for those bud-
get areas in which data related to expenditures were most
easily quantifiable (e.g., the budget areas of insu-uction and
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departmental research, libraries, goner.] administration and
general expense, and 'student serviceS were based directly or
indirectly on projected\FTE enrollments:. and ,..hysical plant
operation and maintenante was based on square feet of build-
ing space, building replacement cost, and campus acreage).

3. The incremental technique to budgeting does not
lend itself in formula funding because it removes the base bud-
get (last year's operating expenses) from objective determina-
tion or justification Zero-base budgeting, 0-n the ether- hand,
goes well with formula funding in that the entire oprating
budget is developed anew each year on the basis of the objec-
live data.

4. The all-inclusive approach for estimating funding
requirements for each budget area is less detailed and may be
more easily understood by legislators, educators, and the
general public. However, its use restricts the number el base
factors (which serve as indicators for estimating resource re-
quirements) and may result in kbudget request that bears little
resemblance to actual needs (e.g.. to base total library funding
requirements only on projected FTE enrollments fails to lake
into consideration existing library collection deficiencies result-
ing from inadequate funding in the past). Conversely, the
itemized, approach may result in a- budget formula which is
quite complicated (and may not be widely understood), but it
does add greater refinement and accuracy to a formula by per-
milting a broader base for resource requirement predictions.

5. The comparative analysis of formula components
used in each state in estimating funding requirements for in-
struction and departniental research (which constitutes ap-
proximately 60 to 70% of most operating budgets) revealed two
philosophies toward 'thefinancing of higher education. Eight
states which used formulas on a statewide basis (Alabama,
Arkansas, Florida, Georgia, Nevada, Tennessee, Texas, and
Virginia) made no distinction among institutions or types of in-
stitutions when allocating funds for instructional programs. In-
stead, they differentiated among instructional levels and/or
academic areas. This reflected an -"equalization" policy, in
funding higher education which has the potential for a "level-
ing" effect upon the quality of instruction, because the leadiog
colleges and universities (which most often have higher educa-
tional costs due to higher salary scales that are necessary to at-
tract and hold distinguished professors) will be underfunded.
The chances for attaining mediocrity are enhanced further if
the state-deducts the estimated unrestricted revenue (which in-
cludes income from student tuition and fees, federal and local
appropriations, sales and services of educational departments,
organized educational activities, recovery of indirect costs.
separately budgeted research, interest from invested
unrestricted funds, rents, and royalties) of- each institution from
its formulacalculated budget request.in arriving at the state
appropriation. This restricts the capstone institutions further by
limiting their operating budgets to a formula-prescribed
amount that may be supplmented only by their endowment in-

_ come and current restricted contributions.
In.contrast, the remaining 13 states which applied for-

mulas on a stateWide basis (Colorado, Louisiana, Maryland,
Mtssouri, New Jersey, North Dakota, Ohio, Penn-

sylvania, South Carolina, Sziuth Dakota, Washington, and West
Virginia) differentiated among institutions or .types of institu-
Mons as well as instructional levels and/or academic areas. This
policy recognized the diversity of instructional costs and institu-
tional differences, and reflected the commitment of many states
to establish and/or maintain one or more outstanding institu-
tions of higher learning.3
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6. The vast differences which existed among, in-
dividual institutions and among individual state systems ef
higher education preclude the development of a -model for-
mula." Each formula found to be in use in 1973 was designed
for the system of higher education to which it applied, and each
formula had shortcomings that might be more pronounced if
applied in another state.

Recommendations for Developink and Applying Budget
Formulas

As a result of the comprehensive study of budget for-
mula usage in 1973, certain recommendations and guidelines

-are offered to states contemplating the future development and
utilization of budget formulas:

1. The decision to develop and utilize budget formulas
should be made only after all alternatives have been fully klen-
tified and evaluated. Each slate must decide, based on its own
situation, whether or not the advantages of formula funding
outweight the disadvantages On the positive side of the ledger.
the advantages were perceived to be:

a. Budget formulas can be developed which estimate
the funding requirements for most of the functional
budget areas of college and university operation
based on objective (quantitative) data.

b. Budget formulas have the potential for reducing the
bickering and open competition among institutiens
for state funds which may occur in the absence of
any other rational, objective means for allocating
funds.

c. Budget formulas have the potential for assuring
each institution of an annual operating base ap-
propriationassuming that the legislature accepts
the formula and that the base factors (e.g., FTE
enrollments) do not decrease.

d. Budget formulas provide stale officials with a
reasonably simple and understandable basis for
deciding upon and presenting the financial require-
ments of higher education.

c. Budget formulas represent a compromise between
state control over line-item budgeting and institu-
tional fiscal autonomy.

On the negative side, the disadvantages of formula funding
were perceived to be:

a, Budget formulas do not recognize quality. This
limitation will exist until the means for quantifying
and measuring quality of instruction, research, and
public service is developed.

b. A budget formula is limited in its ability to estimate
adequately the funding requirements for a given
budget area by how well the formula (fixed) factors
represent reality and the extent to which the base
(variable) factors have a positive correlation to
historical expenditures.

c. Budget formulas, -if used on an equalization basis.
have a great potential for a "leveling" effect upon
the quality of education. Whereas the educational
programs in low-quality institutions may be im-
proved through the increased funding realized
when similar programs (e.g.. the same instmetional
levels within the same academic areas)-are funded
at rates based on statewide average historical costs,
it may be al the expense of the high-quality
programs at the leading colleges and universities.

d. Budget formulas have the potential for restricting
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the operating budgets of institutions by requiring the
deduction of all unrestricted revenue in arriving at
the state appropriation, by precluding the distirbu-
lion of surplus state revenue to higher education.
and by using a narrow base which does not ade-
quately predict resource requirements.

e. Budget formulas may perpetuate inadequate operat-
ing appropriations if the base or formula factors are
selected on the .basis of their existence at a point in
time.

f. Budget formulas. through their reliance upon base
and formula factors, historical costs, and arbitrary
assumptions. are an enticement for institutions to in-
crease enrollments in specific categories, or other,
wise manipulate data in order to maximize their in-

a. The developMent of a budget formula should be
performed by a task force consistins of the financial represen-
tatives from the state budget office, the higher education coor-
dinating or governing agency, and from every institution to be
affected. The task force should be given ample time and
resources for conducting an intensive study of various funding
approaches and formulas being used in other stales. The task
force should continue to exist as long as formula funding is
practiced in order to perform periodic studies concerning the
validity of the formula and to make recommendations for its
revision, modification, or terminatioh.

3. Budget formulas should be utilized only for calculat-
ing the funding requirements of those budget areas for which
exist base factors with a high correlation to their historical ex-
penditures, The base faCtors recommended for consideration in
each budget area are:

Budget Areas

Instruction and depart-
mental research

Organized activities re-
lated to instruction

Libraries

Base Factors

Projected FTE enrollmaas
or credit hours

Projected FTE enrollments
or instructional budget

Projected FET enrollments
or instructional budget
and collection deficien-
cies.

General adminis- Projected FTE enrollments
[ration (GA) and general and the total educational
expense (GE) and general budget and

(excluding GA and GE)
Student services Projected FTE enrollments

or instructional budget
Organized research Research cost-sharing
Extension and public Continuing education units

service and instructional budget
Physical plant opera-

tion and maintenance
Square feet of building

space, building replace--
rnent cost, or campus
acreage

In calculating the budget or allocation for instruction
and departmental research, the formula should recognize the
varying costs of instruction by differentiating among levels of
instruction within each academic area at each institution.

4. Budget formulas should not be used for the
"equalization" of institutions unless mediocrity of educational



programs is the desired goal, Instead, formula funding shinild
serve as a Minimum foundation for higher education. and th
actual state appropriation for each institution should not he
reduced by unrestricted revenue from the sale of eductitional
services, federal or lot:al governments. or from any source ex-
cept student tuition and fees. This would provide for the im-
provement of low-quality programs withont jeopardizing the
leading -centers of excellence" in imademe or without destroy-
ing their initiative for self-improvement through increased ram-
stale revenue.

5. There should always be the provision for an institu-
tion to override the formul&calculated amount in its operating
request with an additional request supported by both objective
and subjective data.

Budget Formula Performance Standards
Budget formulas should be evaluated in light of perfor-

mance criteria designed to reflect standards of acceptability.
One set offered for consideration consists of len criteria which
represents the goals, objectives, and ideals most commonly ex-
pressed in the literature on funding higher education. Each cri-
terion was reviewed and rated by a review panel consisting of
nine educators distinguished by their contributions to and in-
terest in the field of higher educational finance.4 In rank order
of .importance (as determined by the panel), these criteria ore:

1. A budget formula should lend itself to clarity for
and comprehension by all parties concerned, as shown by its
straightforward construction which clearly demonstrates the
relationship between fixed and variable components.

2. A budget formula should be designed to accommo-
date the dynamic nature of higher education, as evidenced by
its flexible design and its provision for thc periodic change of
fixed inputs and/or revisions.

3. A budget formula should not he used for the
detailed control of expenditures, as demonstrated hy its being
applicable only for justifying budget requests of or allocating
funds to colleges and universities. and for limited internal bud-
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geting between functional areas. iscipline areas, and levels of
instrinaion.

4. A budget formula should recognize the diverse fi-
nancial needs of institutions, as indicated by its sensitivity to

mission. role. institutional complexity. location, and any
other factors which serve lo differentiate among the financial
requirements of individual colleges and universities,

5. A budget formula should provide for the equitable
treatment of all institutions of like types, as- evidenced by its
capability for treating data on similar programs in a uniform
anti comparable manner.

8. A budget formula should he broad-based and ad-
dressed to the total financial operating needs (exclusive of aux-
iliary services) of institutions, as shown by its recognition of the
individual functional areas of operation and, where appropri-
ate, should utilize quantitative data airectly related to the finan-
cial requirements of each functional area to lie funded.

7. A budget formula should take into account the
varying costs of instruction, as demonstrated by its recognition
of the varying funding requirements for individual disciplies us
well as levels of instruction.

8. A budget formula should be objective, as indicated
by its utilization of quantitative data in determining the finan-
cial needs of colleges and universities.

9. A budget formula should promote efficiency and
economy in operation, as indicated by its ability to facilitate
comparisons among similar institutions and programs on a
stale, regional, or national level.

10, A budget formula should recognize the qualitative
efforts of individual institutions, as demonstrated by its built-in
incentives of additional funds for the successful completion or
pre-staled institutionally-defined goals and objectives.

In conclusion, a formula must be evaluated on its ow-ff
merit; or- how well, in an equitable and objective manner, it
serves to predict the financial resource requirements of the in-
dividual institutions subject to its applicabilitywithout
destroying their initiative, flexibility, and diversity.

budget formula is defined as a set of statements which detail a procedure for manipulating variable data (base factors) applicable to an institu-
t:orisif higher oducation by pre-established fixed data ((ormula factors) to produce the estimated future funding requirements of the institutiom A budget
forMula may consist of several sub-sections or components separate formulae for each functional budget area) and may be expressed algebraically.

zAccording 16 the literature received from each state, the incremental approach appeared to be predominant in the non-formula. states.

,The other formula states vere everdy ,livided. the Oklaho a and Wisconsin formulas differentiated among institutions, while the Minnesota and
New York formulas didn6t.

4The revieW panel consisted of Robert o. Berdahl, M.M. Chambers, Edward L Coyle, James Furman, Lyman Glenny, Adolph Koenig, John D.
Millet Bevington Reed, and Logan Wilson.-

Gross, M. A comparative analysis of the existing budget formulas used for justifying budget requests or allocating funds for the operating ex
penses of state-supported colleges and universities. Unpublished Doctoral dissertation, fhe University of Tennessee, 1973.
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SOME EXAMPLES OF COST-BENEFITS AND COST-EFFECTIVENESS
ANALYSES IN THE PLANNING OF HIGHER EDUCATION INSTITUTIONS IN
PORTUGAL

Introduction
Planning of higher education has. in recent years,

assumed an important role in the context of both general educa-
tional planning and economic planning in Portugal.

As in many other developing countries with scarce
resources, pronounced needs in the several sockial sectors and
lack of correspondence of the educational system to the needs
of the society, a strong need for adequate instruments for ra-
tional allocation of resources was fell at the several decision
levels.

The existence of the Bureau for,Research and Planning
of Education within the Ministry of Education with close con-
nections with the Prime Minigter's Office for Gener!al Planning
was a favorable asset for the undertaking of the necessary
studies.

On the other hand, the relations established with the
Organization for Economic Cooperation and Development
(O.E.C.D.) at various levels and for several activities. not 'only
allowed a better acquaintance of the technical staff of that
Office with modern planning techniques, hut have also in-
fluenced government representatives who became more recep-
tive to those techniques and to new ideas which originated or
were discussed within that international organization.

Most of the work which is now carried out in our
university, the New University of Lisbon, originated in the
BUreau of Research and Planning where the present authors
have worked for a few years, and in the field of Higher Educa-
tion in general.

The most relevant research studies were on (a) man-
power forecasting according to the goals of the economic devel-
opment plan; (b) the forecasting of social demand for the
several levels and degrees in Higher Education; (c) the efficien-
cy of the educational system; (d) the costs and rentability of the
public investment in the several levels of the educational
system on an economic basis; (e) the,location of several new in-
stitutions of Higher Education.

At the institutional level, studies on '(f) the location of
the campus of the New University of Lisbon: (g) the construc-
tion of its facilities; (h) the implementation of its information
system (Management Information System); (i) the developing of
simulation and optimization models for resource allocation: and
(j) the introduction of Program Budgeting have also been un-
dertaken and their conclusions currently adopted.

In many of these projects evaluation techniques such as
cost-benefits analysis (CBA) and Cost-Effectiveness Analyses
(CEA) were used.

The purpose of this paper is to present and discuss two
examples of the application of both CBA and CEA to educa-
tional investment as related to the reform of the Portuguese
system of higher education.

_ The two examples chosen arc the study of the rent-

FroGsto do Silva, Mono Emilia ['rein), and
I.P. Martins Borata,
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ability of the educational system in Portugal involving a cost-
benefit approach and the study on the location of the new in-
stitutions of higher education by means of cost-effectiveness
analysis.

I Study on the rentability of educational investment in higher
education

This study was performed to compare the rent-
uhility of the investment in higher education with the
rentability of the investment in the other educational
levels by taking into account the efficiency of the
system as a measure of the -risk" of the investment.

The initial elements needed for the analysis are
the benefits (financial) and costs associated to each
educational level.

The benefits were considered to be: (1) the
average income expected by each holder of a certain
degree or .level of educatiodduring his normal active
life (taking into account the average salary differential
received in the labor market in comparison to a non-
graduate); (2) the expected average income taking into
account the probabilities of success and failure and the
expected time spent at school before entering the labor
force.

The expected incomes defined in (2) are al-
ways lower than those defined in (1), since they are de-
pendent on th cfficiency of the system to "produce-
graduates in the normal period of time.

Op the cost side a similar distinctiodwas made:
(1) the expected average cost to be supported by society
if the student gets his degree in the minimum period of
time, (2) the- expected average cost to be supported if
the expected rates of failure or success, and average
time spent at school to get the degree or the average
time to leave without degree are taken into account.

The costs defined by (2) are always higher than
those defined by (1) since the higher the probability of
remaining at school without getting the degree, the
higher the costs. Both (1) and (2) include the typical
items of social costs: teaching expenditures, salaries,
equipment and buildings depreciation, as well as the
opportunity costs including the earnings foregone- for
the students not being paid or not contributing to the
economy while they are at school.

The earnings foregone included in the total
costs of each- educational level were considered to be
the earnings received by a person in the next lower
level. The earnings corresponding 10 each educational
degree were calculated from a function relating salaries
to the years of formal schooling, established with data



provided by the official statistical services. The results
, of the econometric tests supported the hypothesis on

the value of total earnings expected by each graduate
during his active life.

The indicators of efficiency of the educational
system were obtained by studying the educational
system by means of a Markov-chain model. Prob-
abilities of finishing or leaving before receiving each
degree as well as the average time expected for finish-
ing or leaving the system were derived from the model
using data for 1971 They provided useful information
On the efficiency of the System and were used in our
cost-benefit analysis as a measure of the "risk- of the
investment.

The results are presented in Table 1. Column
(1) presents the general indexes of wastage or ineffi-
ciency which were calculated as a combination of. the
probability of fair lure to receive the degree and the
surplus of time expected to be spent at school relative
to the normal time in which the degree could be ob-
tained. Column (2) gives the probability of a student en-
tering the educational system at a certain level to obtain
the degree corresponding to that level. Columns (3) and
(4) give the results for the internal rates of return ob-
tained for different educational levels using the average
terms for costs and benefits or using the risk of the in-
vestment included in the wastage indexes. The results
presented in Column (3) were obtained from the equa.
tion:

f Ct.c(11 dt f Et. e(° r)i dt 0

where C, and Et are the costs and the benefits associ-
ated with each educational level, 'y and 0 the rate of
growth of the costs and benefits over time, r the inter-
nal rate of return and t the time.

. The results presented in column (4) correspond
to the results of the analysis taking into account the
probabilities of. success or failure, and the average time
spent at school taget the degree and for leaving without
getting it. The results show the different rates of return
calculated by the equation

Ct r)t dt+ Cre

Et.e(0

t dt

where 13 is the probability of finishing the degree, a
the probability of leaving without it, nh the average
time to finish the degree, nA the expecte'd average time
of remaining in school before leaving without the
degree.

The results presented in Table 1 enable us to
derive several conclusions concerning the efficiency of
the system of-higher education in portugal and the rent-
ability of the investment the society currently does in
this social sector, This will be performed at two levels:
analyzing the rentability of the investment (1) in itself,
and (2) relative to the other educational levels.

When we look at the efficiency of the'higher
education level in itself, some aspects seem notewor-
thy. First of all the inefficiency index being equal to 2.6

-means that the cost of a graduate equals 2.6 times the
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normal cost ,that would be borne if the system worked
in optimal conditions. This result derives on one hand
from the low probability one student entering the first
year has of getting the degree (iust.56.7% column 2),
and on the other hand from the surplus of time the stu-
dent spends at school compared to the normal time ex-
pected in optimal conditions, e:g. without repetitions
(49.2% ).

The internal rate of return, the most usual in-
dicator on the rentability of the investment, reflects
these conditions as shown in the two last columns; if
the system worked efficiently, the -internal rate of
return would be of 14.3% which is considered high
when compared with the normal 10% of public invest-
ment projectsagainst the 6% obtained for the present
conditions of efficiency, by taking into account
repeaters, drop-outs and so on.

Comparison- of higher education with other
educational levels also gives some interesting indica-
tions of the relative efficieucy of the system. The exis-
tence of different educational levels, all competing for
public funds, requires this kind of comparison which
permits the ranking of different programs.

Our findings showed that higher education is
one of the most inefficient levels in terms of achieve-
arat and wastage of student time. The difference be-
tween the results obtained for the internal rates of
return including or excluding the efficiency parameter
are conclusive of the importance of this kind of infor-
mation.

The results for the internal rate of return for the
system in its optimal state showed that higher educa-
tion is, even so, less rentable than primary education,
although among the post-primary levels of education its
results are the best. If one compares the same rates tak-
ing risk into account, the conclusions are much less
favorable. Higher education reflects, in this latter case,
the poor conditions in the system. not only in com-
parison with the other educational levels, but also far

Table -I

EFFICIENCY INDICATORS OF THE EDUCATiONAL
SYSTEM FOR SIX LEVELS AND INTERNAL RATE OF

RETURN WITHOUT AND WITH EFFICIENCY
PARAMETERS

aucJuc
level

Inefficiency Probability
Index of achievement

2_

urn
with risk

4
' Primary

educational 1.7 79.3% 37,19% 30.91%

Preparatory
Cycle 1 4 84 2% 57.12% 38.48%

General High
School 2.1 60,1% 13.39% 6.02%

Cornplenvntary
High School 95,1% 13.72% 7.71%

Vocational post-
secondary School 2.13 57.5% 2.35%

Higher Educa..
lion 2.6 56.7% 14.31% 6.00%
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below the normal -10% internal rate of return accepted
fin- public investment programs.

Another remark should be made. It concerns
the very low result obtained for what wc have calleil
post-secondary vocational education, which once again
derives not only from a very low efficiiincy caused by
the high wastage and considerable surplus of lime the
student spends at school. bot also from the relatively
low salaries the graduates with this educational level
usually receive, due to the lack of social prestige of this
degree.

If these results are used to propose policy
measures for public funds allocation, it is obvious that
they indicate that funds should be allocated to com-
pulsory education: only if the efficiency increaSes the
rate of return should higher education be considered.

But it is equally obvious that the results cannot
be taken too literally and without any other considera-
tions or criteria. Besides the increasing social demand
for this level of education, there are a number of factors
to be considered, not only those generally associated
with higher calucatior, such as promotion of culture
and -science, but alsb the non-quantifiahle secondary
economic effects, not viadily apparent in the value of
the rate of return on the investment. The final decision
taken was indeed to expand and diversify the system
and to try to improve its efficiency.

II Location of new institutions of higher education the
new Universities

The second example, given to illustrate the ap-
plication of cost-effectiveness analysis to evaluating
projects of educational investment, is one -which
followed the governmental decision to expand the
system of higher education.

In 1973 four university centers existed on the
Portuguese mainland, one of which. Coimbra, is the
eleventh oldest university in Europe. Overcrowding
and obsolescence led to the need to consider the crea-
tion of new centers of higher education and to refor-
mulate the aims and structures of this level of studies.
The rate of return of the investment in higher education
was known to be unfavourable if the efficiency of the
system were not increased. Proposals wt re made
whereby full-fledged universities and short-term high-
er educational institutions (Polytechnics and Schools of
Education), would form a-network covering the territo-
ry. Two main goals were to be reached (1) to expand
and improve the general standard of higher education
and research, and (2) to compensate for the geographi-
cal and social inequalities derived from the Portuguese
urban network,

The guidelines of this proposal, involving
political and territorial components as well as purely
academic ones, were:

to benefit the poorly endowed regions by
granting them Polytechnics and Schools of Education,
thereby giving their populations better Opportunities of
reaching higher educational levels, and at the same
time providing those regions with technical skills and
tiained teachers they badly lack.

to locate the universities wherever the con,
ditions for their development would be shown to be
most convenient and their effect most pronounced ir-
respective of regional labor requisites. These latter elm-

54

ditions are acceptable given the small size of the coun-
try and the growing mobility of the most qualified man,
power.

To enable the Government to make a reasona-
bly rational choice of locations for the new universities.
two sets of criteria were tested and their results
superimposed.

The first set led to an ordering of the objective
conditions offered by the several cities of Portugal to
support university institutions, using as criteria the
transport facilities and toad network, commercial and
social structures, housing capacities, climate and build-
ing conditions, cultural liveliness and so on.

The secondi Ied to the ranking of the prospec-
tive cities accordingitit their potential to attract student
population. This ptilenlial was evaluated by the ap-
plication of the simPle gravitational model relating the
distribution of the high school students throughout the
territory, to the attraction exerted by each kospective
location.

This modelwas of the form

DO KM Pj

where Di was the total intake of students to be ex-
pected at the ith university center. K the observed rate
of students leaving high school to those entering univer-
sity level, Pi the number of high school students at each
jth location du the distance between each jlh location
and the prospective university location and f3 a
parameter peculiar to each university.

Data were available from past years to lest the
model retrospectively, and to calibrate it by trying
several values of K .and pi. A remarkable fit was ob-
tained. It WaS found, moreover, that along with the or-
mal gravitational "pull-, the best fit was obtained when
ri, represented the size of the leaching staff, whichis
related to the total number of students, thus reflecting
an intrinsic "quality- index or parameter.

By repeated computer runs; intmducing vari-
able clusters of prospective new locations in addition to
the three already existing ones, and with variable
"quality" parameters it was clearly shown that some
locations would have a small effect in terms of stu-
dent's -pull" and were successively discarded.

By comparison of the orderings'ohtained by the
aforementioned criteria, the 'cities Of Lisbon,-Braga and
Aveiro were chosen for the new Universities. It was
understood that the location in Lisbon meant a new
university in the metropolitan area of Lisbon, and not a
simple expansion of the two universities already exist-
ing within the city.

Once decisions were taken at the governmental
level by the end of_1973, confirming the proposals of
the planning team, University Boards and Presidents
were appointed for the new institutions.

It is interesting to trace the development of one
of these institutions, the New University of Lisbon,
which constitutes a further example of application of
cogt-effectiveness analysis for evaluation of a project
kninedwhich was carried out by the ,same team of plan-

The first step taken by the newly appointed
University Board was to secure the cooperation of the



County of Lisbo_. :'ianning Authority (Gabinete do
Plano da Regiao de Lisboa), obtaining from il the in-
dication of about twenty possible sites within the Area.

At the same time, the Planning Authority ex-
plained its wishes for the expected effects of the
University on the planning scheme. They can be sum-
marized in the following themes:

; the University should not add to the con-
gestion of the regional core; its location should be

' chosen so that beneficial effects on urban social li
could be felt and, if possible 'also in the zones ouLsidn
the core country of Lisbon: less well equipped in
cultural assets of any kind.

These wishes very well suited those of the
University Ward. The problem, then, was to choose the
sites, pitting a set of conditions established by the
University against the conditions offered by each of the
prospective sites.

For each location a set- of quantifiable values
was determined:

1 Land prices
2 Possible site acreage
3 Generated traffic on Me existing transpor-

tation network
4 Student accessbility from the Metropolitan

Area
5 Existing housing capacity and a set of

non-quantifiable values:
6 Quality of site for building purposes
7 Estimated time needed for juridical and

administrative procedures =leading to the
aquisition of land (buying, expropriation,
rehousing ef displaced households, etc.)
Possible effects on the cultural and social
life of surrounding communities.

Thus, striving to Comply with the Planning
Authority recommendations, to obtain the smallest
overall cost to the Univcisity, to be able to begin in a
short time the planning of the building development, to
obtain the best student accesssibility, and to provide for
the equipment of poorly endowed sectors of the
Metropolitan Area, a choice was made by the following
procedure.

At-eech stage, every possible location was ex-
amined, as exemplified in Figure 1.

Traffic generated in each location was obtained
from a simulation model, used by the Planning
Authority. Student accessibility was studied on the
assumption that the disnibution of prospective students
was,similar to the overall 'geographic distribution of
populations in the Metropolitan Area, irrespective of
the flow of students to the two already existing univer-
sities in the Metropolitan core country. This is a
reasonable assumption given ,the small scale of the
Metropolitan-A ita: Land prices were taken as the latest
market commonly known rand prices in each zone,

Difficulties in land acquisition were eshmated
by experts in th,2 inevitable.juridical and administrative
loop-holes assedated with real-estate operations, ac-
cording to the state of land nse and actual occupation,
the numbers of individual.pieces of property, and plan-
ning compromises already ekisting.

Other values were assessed according- to the

da SiIv, Freire and Barata

Figure 'I
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results of local inspection, inquiries and sociological in-
terpretation, and discussion of known population
behaviar based en previous planning experience of ur-
ban planners and sociologists,

As a result, the final choice was a location on a
stretch of land in the southern bunk of the River Tejo,
facing the city of Lisbon which is undergoing a process
of planning for a whole new -residential town. The
University will now be the center el this planning
operation, and the staff involved is working closely
with the University's planning learn; in order to achieve
a good blending of the academic and urban environ-
ments'.

The main goals are, at the moment, to ensure a
scheme that allows for the growth of the University
biluildings according to a master-plan which seeks to
embrace the surrounding urban developments, to
secure at the same time the common use of soMe
amenities and facilities (green space's, transportation
facilities, libraries and auditoria, etc.) and providing for
spacious reserves for University growth.

Phial remarks
Two examples were given irivolving the use of cost-

benefit and cost-effectiveness analyses for the evaluation- of
projects in the field of higher education in Portugal.

In the first case, the study of the rentability of educa-
tional investment in Portugal, the cost-benefit analysis may be
used, and has actually been used assess the profitability ef in-
vestment on a comparative basis, between different levels of
educatiGn. One obvious result is the need for reconsideration of
the policies on post-secondary vocational education, where the

6 3
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combined effects of low efficiency and low prospective in-
comes for the graduates, causes an abnormally low rate of

, return. These institutions 'are to. be given a higher status and
\\ will function effectively as short-cycle institutions granting B.A.
\ degrees equivalent to those of the Universities. ,

\ As to the other levels. the analyses'Show that a major
effort should be made to eliminate illiteracy, since the general
b6ic education ls by far the most rentable investment of all the
pOssible ones.

What cannot be done is to decrease the investment in
education and, for the purposes of the present study. the invest-
ment in higher education, merely because the rate of return is
low 10-len compared with the normal rate of,interest of public
investment in Portugal. These are many other non-quantifiable
factorwhich cannot be considered in a cost-benefit analysis,
such a\ g the individual and social spill-over effects of education,

,
which am of.primary relevance for the decision-makers.

'B is,Obvious that something has to he done to reduce the
high ineffiCiency index which is the main reasr for the low
rates of ret.(rn observed (see Table 1). Various Riney Measures
will have to t7e adopted to improve the situation by facing the
factors whi0 are causing the inefficiencies, This is not to say
the investrfient should not be corisidered because the rate of -
return is loW. Here we see the limitations of this evaluation
technique 'wYin-i applied to the social sectors, for rnosi of the
"benefits- cannot really be included in the analyses.

The se-,,ond example given, the location of the new
Universities in 1ortugal and of the site for the New University
of Lisbon. is one to which multiple cost-effectiveness analysis,
had to be applied. Typically one was faced with klifferent costs
and different-effe tivenesses, a situation where minimization
of cost-effectivenes ratios makes no sense. For the location of

,

the three Univemitips, the simultaneous consideration of the .
two criteria describaf..I was easy, and it may be said that the
solution arrived at is 6 e of ensuring maximum effectiveness at '

approximately the sa e cost. However, for the location of the
campus of the New Ue'versily of Lisbon, different costs were
found fonsituntions whi -h were not quite similar in their dine-

- liyeness, and the solutiorladopted was not necessarily that cor-
responding to the lower c st nor to any kind of minimum cost-
effectiveness ratios,

It ought to he adde I that although many factors were
considered in this study, others were not included, although
some have been kept. in mmcl and certainly pondered over at
the decision level. We refer irticularly to the political impact
of the decisions on the regions hich were or were not favored

511

by the results. As in many "bther countries, rivalry between
cities or-regions frequently creates political malaisb-and this is,
certainly a factor to be taken into consideration however.
difficult it may be to give it a proper weight,
- In our case -the proposal of locating the three new_
Universities near the coast of the country was met with some
criticism as it was the fact that one of them was not located in
the capital city of the district. ,

Now, the location of the Universities near the coast is
an unavoidable deciSinn, because that is where-the people will
be living (probably 80% of the entire pdpulation of Portugal in .

10-25 years), Whether this is the result-of inadequate economic-
policies of the past it is another matter, b'ut given the present
situation, to use universities to promote economic development
or act as motors for economic development by locating them in
regions which lack the necessary basic infrastructures would
be a tremendous mistake: there are many examples around the
world to demonstrate that universities result from and follow
development rather than promote it just by their presence.

In this case the Ilecision was rightly liken although
"politleal reasons- have hinderedlthe location of one of the in-
stitations (University of Minho) in the capital city of the pro-
vince due to its closeness to another important and rival city,
which wishes 'io.he considered for al least some schools:

Political reasoning also led the educational authorities
to select Evora (a dity in the interior of Portugal) as a fourth
University .center, although th-iit was not indicated in the plan-
ning studies. Strong regional motivations, closeness to Spanish
University towns, the existence in the past of a university in the
same city and other factors led the authorities to a "political"
decision, although a prudent and less ambitious one.

It May be argue'd that reasoning of, this nature can also
be included in the evaluation of the "effectiveness" of projects
using techniques such as Delphi, or to choose between alterna-
tivi; solutions, but it is doubtful if that will indeed constitute an
ir4rovement as far lf s' the task of the planners go. On the con-
teary, it may result in a 'more difficult understanding between
planners and polit cians.

Our experience of educational planning in Portugal has
been a satisfactory one: direct reporting to the Minister of
Education and easy contact with the Prime Minister's Office for
overall planning helped to reconcile the more "technical" and
the More "political" decisions Mid we feel that the optimal deci-
sions have been tOken by those to whom that responsibility had
been commiled.



PROGRAM COST ANALYSIS BY SI _ULATION

Decision-making in educational institutions concernins
various proposed 'programmatic changes (i.e., in levels of
enrollment of students in various degree tracks, curricula con-
tent and length, or faculty activity patterns) should be analyzed
on the batis of expected changes in benefits versus expected .

changes in cost. Such cost changes which are functions of
operating changes are termed incrernental costs. In schools a
medicine substantial program cost allocation work has been
done under the auspices of the Association of American Medi-
dal Colleges (1971) and the Institute of Medicine (1974). These
efforts have centributed significantly to the standardization of
program costing methodology and definitions and have done
much to heighten the level of awareness of the useful,less of
such self-analysis. However, the utility :of conventional
program cost allocation is severely limited for internal planning
and dedsion-making purposes becausd it produces average

RESOURCE INPUTS

Kenneth L Kutina
Case Western Reserve University

program -costs based on a given set of operating conditions and
related to a fixed slice of dine. These.procedures yieldlittle in-
formation about incremental program costs.

The estimation of incremental costs in ap academic
health center is a non-trivial task because if one attempted to
alter programs on the basis of a designed experiment in order
to determine their associated incremental costs, either disaster
for the analyst or institution would most likelyresult or the pro-.
cess would take se long that resulting information would not be
available in time to effect relevant decisions. Probably the best
tool available to deal with this problem is simulation modeling,
whereby a mathematical representation of the operating and fi-
nancial. characteristics of the institution is contrived and
utilized for such analysis. Such a model, termed POPS for
Program Oriented Planning System (Kutina & Lee. 1974) has
been developed and implemented at Case- Western Reserve

Figure 1
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University (CWRU). It is described briefly in the next section of
this paper.

POPS
Figure 1 depicts the CWRU academic health center as it

is simulated by the POPS models. Some key factors concerning
this "model-eyens" view of the system are as follows:

1. Certain demand elements (graduate students, post-
doctoral students, interns, and residents) in addition
to requiring educational servides also serve as
resource inputs: that is. they provide instruction,
research, and patient service effort- at .the opera-
tional level.

2. From the point of view of the medical school, de-
mand for patient service is handled as a require-
ment for a given numbep of physician man-hours
per year which must be supplied by faculty.

3. Within the operations of the institution certain ac-
tivities are viewed as existing only to provide the ap-
propriate institutional environment for its missions
of teaching, research, and patient care (denoted by
the "intra-institutional-services" arroyo on. the left
side of the operations sector in Figure 1. ThiA is true
of administration, faculty professional development,
and comniunity services. Similarly. the activity of

rch not only produces results in satisfaction of
an independent dentind (via sponsored research

Esoakfteiss.

or5Ored
h

AvailabilitY

_

7

Hrs of fac
patient
Service
activity

required

V V

projects) and is thereby a legitimate program output
in its own right, but also.contributes to an institu-
tional environment necessary to carry on effective
programs .of teaching and patient service. Thus,
some of the cost of research activity (to the extent
that it is not."purchased- via funded research proj-
ects) is allocable to the teaching and patient service
programs. An analogous rationale applies to patient
service with respect to tekbing and-'research:

4. Certain faculty, activities within the operations sec-
tor clearly produce joint products. At CWRU the
most frequently occurringnactivities of this type are
those involving instruction and research (for exam-
ple, a graduate student working under a faculty

1 member's direction on his dissertation research
project)and instruction and patient service (for ex-
ample, a faculty mem6er with students accompa-
nying him on his ward rounds).- The hallmark of

.joint-product activities is that the effort relating to
'any single product produced by the joint activity is
not rigorously separable. For program- costing pur-
poses, however, some arbitrary split is normally
utilized.

Figure 2 is Un overall schematic of the POPS. model
system showing the input variables by type, the simulation -

models and their linkages, and various available output
iE

.e

Figure 2
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reports. The system consists of five linked computer programs
which are programmed in ihe language BASIC and run on a
time-sharod computer. The five input variable types are
defined as follows:

1. Exogenous variables ore variables the values of
which are established by factors which are outside
the sphere of the simulated system.

2. State variables are those which establish the static
position of the system at some point in time.

3. Sensitive parameters are those that determine the
reaction of the system to various stimuli.

4. Choice or control variables are any variables that
the decision maker can control.

5. Intervening variables are intermediate results
calculated by one segment of the model system as
an input to another segment. They are internally
generated inputs.

In summary, the POPS models simulate the operations,
staffing policies, and financial structure of the CWRU
Academic Health Center, and do not automatically yield an
overall optimum solution. Their purpose is to allow manage-
ment to rapidly assess the resource implications of various
alternate programmatic decisions. Effectiveness measurement
of program outputs under various alternate operating condi-
tions must be carried out by management external to the model
system.

RUN

Figure 3
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Analysis of an Enrollment Change
As a graphic example of the use of a simulation model

to determine costs associated -with proposed operational
changes, POPS xas used to examine the incremental costs of
an increase from 400 to 600 medical students at CWRU. Since
this analysis was run for illustrative purpoees only the base
data in the models is hypothetical. No enrollment chan,ges in
other student types were allowed and other "choice" variables
were held fixed. At both the 400 and 600 M.D. student levels
the model was run until steady state conditions were athieved.
Figures 3 and 4 depict the model outputs for the 400 student
case and the 600 Student case respectively. It can be.seen that
the total operating expense increases from $27,955,000 per
year to $31,903,000 per year as a result of the enrollment
change.

A major difficulty encountered when an analyst at-
tempts to interpret- such costs in an academic health center
arises because of the existence of faculty activities which
simultaneously contribute to the production _of more than one
output program-the joint cost phenomenon discussed pre-
viously.

There is no non-arbitrary means of distributing joint ac-
tivity costs to their associated simultaneously produced

Figure 4

PS OUTPUT WITH 600 M.D. STUDENTS

CASE VESTEPN RESUIVE UNIVERSIrV 5c000L OF MEDICINE
Tr MON 04014275

10110114 nepop7 eon mem.. 19
140LL000 IN THOUSANDS)

MtD OCH TOTAL

DIRECT EXPENSE
FACULTY
NOr OFFICERS
$TAFF
NON-SALITIONDE

STUD SUPROPT
MISC

1$044 DIRECT

PAYMENT SOURCES.

UNIV HOSA TOTAL

PROGRAMS
INSTRUCTION RES- PAT

MD 01140. HSE OTHER EARCH 5110
R.DOC OFF

5227 6525 11752 1803
332 4601, 4936

3750 443 4191,

155Q 1041 2504
1447 1447
2797 0797
15107 0612 2700

INDIRECT EXPENSE
IA CHRUIPLANY 914

ADMIN 1586
LIINIART 190je HOSPIPLANT 593

46 TOT INDIRECI 3083

3629 2140 013 452 10137 7311e
13.0 7.7 15.1 1.6 36.3 26.4 .

938
53

1610
430
110

3161
12.4

1 659

124

1802

0

0
0
0

0.0

-036 0 0436 .464 .20 .013

(71,0 744
691

16106 11908 07955

TOTAL 1011E145E
I EXPENSE

.367
265

31127

0
144
77

7511

191
1641

1753
1676
224
479
04
0

4356

230 3506
0 170

63 0610
00 7099 251
Pt 2319

380 '904

3761
0600
440
0510

37
0

7721

914 337 1511 7 IS 105
1566 305 173 40 988
IVO 122 48 1 18
593 30 105 ao 10 386 311

3283 675 479 31 70 1776 52

18390 10613 31003
59.3 40.7 100.0

INCOME
PROORAM NE0T0I6T1D

33 TUITION 15211 1520
0 140 23 ENDOUMENT 047 247

7301 RE5E6RCN 8347 0347
8173 TRAININU 11402 2402

STATE SUMETE 0445 2445
FEDERAL CAP. 4313 .430

101 21 13 MISC OIFTS. 376 376
11920 HPaPITAL ' 12613 10613

10 0370 11954 TOTAL lir0T'0 15455 12613 08460
0.5 32.8 46.9 1 ME5T.0 55.7 44.3 100.0

-312 -1767 40a2

010KAII006L DATA PROGRAM E011074111 SUMMAAY
. NO. OF FT FACULTY 497 1 i

NO. OF PT FACULTY 117 INSTRUCTION 10434, 37.3
NO, Or VOL FACULTY 609 RESIARCH 10137 36.3
F1E05 OF PM OFFICERS 504 pATIENT SkilvICF. 73610 2644
FTF'S OF POST-DOC$ 63
FTE'S OF WHO 5TUD 105 TOTAL 07955 100.0FTE'S OF UNIV. MOOR 110

FTIY'S OF MED OTUD 000
F010 OF 0111111 STUD 70
NET 51 FT UN1V 309111
NtT SO FT HOSP 144043

4761 2124 4301
15.4 6.9 140

1407 00
56 II

1659

117!" 77"1 25.1

33
O. 156

0347
603

0445
1,31)

110 124 0 107 Pi 13
10613

4447 0113 0 140 9347 12551
15.6 6.6 0.0 0.0 300 44.4

PROMPAM NET 9 .0535 , .314 001 -4387 .318 -2153 4$74 -

UNRESTRICTED
EN401211NT 1044 1844
MSC OIFTS 691 491

TOTAL INCOME 18390 11013 31003
4

114010.EXPEHSt 0 0 0

7 2.

mooTIONAL DATA
NO. OF FT FACULTY
NO. OF PT FACULTY
NO. OF VOL FACULTy
Itt'S OF Hat 004I41315
ruts OF POST.NOCS
FTt'S OF (WAD STUD
FTE'S OF UNIV. UNDGR
FTI66 OF Mtn STUD
FTt'S OF OMEN STUN
HIT GO VI 1.1417
NIT ao FT HOOP

559
87

609
504
07

105
PO

000
70

15430
191317

2110000 130100 SUMMARY
1

INSTRUCTION 11730 37.$
arsmen 11501 37.1
PATT/NT 010101 77711 P$.1

1016L 31001 100.0.

50



PROGRAM COST ANALYSIS

program outputs. However, in the academic health center
programmatic changes made to alter the output of some particul
lar product can automatically alter the output of other products
as well because of the occurrence of joint activities. When the
incremental cost of the change is determined, the annlyst must
decide between (a).ascribing the total incremental cost to the
single program output which was originally sought. (b) splitting
the incremental cost between the programs whose outputs
were increased.' using an arbitrary but unbiased and clearly
stated set of allocation rules, or (c) assigning to the originally
sought -primarY: output the total incremental cost of The
change minus any additional income which accrues to the in-
stitution from the additional production of the other outputs.
This last approach was employed hy the Institute of Medicine
.(1974) in their study of the costs of education in the health
professions, and is referred to as a "net expenditures- model.

In the case of the increased M.D. enrollment example.
the first approach assumes that the increased output of M.D.'s is
the only useful and desired result, looks at only the expense
side of the pro-forma budgets in Figures 3 and 4, and ascribes
the total increased expense of $3,048,000 (which is $31.003,000
- $27.955,000) to the increase of 200 M.D. students. The result-
ing incremc -I cost per student is $15,240. This attack repre-
sents one extr.-me and ignores the fact that other useful outputs
(research and patient service) are increased which are of value
to sirciety and also generate some additional income.

The second approach represenM essentially the op-

pestle extreme, views all increased program outputs as equally
desired and therehy uses the allocated program expense num-
bers in the POPS reports to determine incremental cost of the
increased M.D. enrollment. The expense allocated to M.D.-in-
struction in the 400 stUdent case is.$3,629,000 and $4,761,000
in the 600 student case.'The difference of $1,132,000, or $5,060
per student, ascribes only those costs to the incivased M.D.
enrollment which can be clearly allocated to that program using
accepted cost accounting principles. This approach ignores the
fact that the increase in M.D. student enrollment is the reason-
for the change (in this hypothetical case).

The third approach is to compromise between the pre-
vious Iwo and seems to provide the most realism. It acknowl-
edges the fact that the operational change is tilling made only
because increased M.D. student enrollment is desired, but that
because of joint .activities other outputs are increased which
generate income. The incremental cost using this approach is
calculated as the change in total expense of $3,048,000 minus
the algebraic change in income from those other programs
whose outputs change. For -Research- the increased income is
$975000 ($9,347,000 - $8,372,000): and, for "Patient Service" it
is $687,000 ($12.651.000 - $11.964,000). The resulting net in-
cremental expense is ($3.048.000 - $975,000 - $687,000) or
$1,386,000 which is $6,930 per student.

Figure 5 depicts this analysis graphically. ln addition to
the incremental.cost analysis the diagram shows where this
particular simulation derived the income to pay the additional

Figure 5
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M.D. instruetional cost. The sources shown reflect specific
assumptions made in this analysis and could readily be varied.
depending on what constraints the- analyst feels should be
placed on each income source.

Conclusions
This paper has taken the position that the institutional

analyst must be able to generate expected incremental costs
assoc." ted with proposed programmatic changes in order to
provJ the basis for managerial decision-making. It has illus-

Kenneth L Kutina

trated that simulation modeling is a tool whiuh can provide the
necessary cost and income data associted with such prospec-
tive changes in a timely fashion, Finally, it demonstrated that
although simulation does not "solve" the joint cost."problem",
it allows the analyst to conveniently handle joint costs aspects
of an analysis depending on the assumptions made. A conclu-
sion was reached that the "net expenditure" approach seems to
be the most reasonable mode of analysis when operational
changes are contemplated solely to alter the output of one par-
ticular program.

Association of American Medical College_ Guidelines /or academic heallh center -1 allocation studies: Po Is I and 2. Washington, D. C.
AAMC,1971.

Institute of Medicine. Gusts of educution in ihe fnionn professions: Pori III. Washington. D. C.: National Academy of Sciences. April. 1974.
KulimL.K. L.. & Lee, L. E. POPS: A progrran oriented planning system for academic health centers. Paper presenUsl at the ORSA/TIMS Joint Na-

tional Meeting. Besttm. April 22-24.1974.
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IMPROVING FINANCIAL ANALYSIS AND DECISION-MAKING IN
INSTITUTIONS OF POSTSECONDARY EDUCATION

There has developed in recent years a dilemma in the
financial analysis of institutions Of postsecondary education.
Thcre is general agreement that some type of financial distress
or crisis exists within many individual institutions and, to vary-
ing degrees, within different institutional types. For example,
the National Commission on the Financing of Postsecondary
Education noted that ", . . throughout the late 1960's and early
1970's. a substantial number of reports have discussed the 'fi-
nancial 'crisis' in the collegiate sector of postsecondary educa-
tion" (National Commission, 1973, p. 185). However, this same
Commission later concluded that "no generally-accepted stan-
dards or uniform criteria are available to ascertain the exis-
tence or extent of financial distress among institutions of
postsecondary education" (p. 225). This recognition of a lack of
criteria prompted them to recommend the development of a set
of indicators that would more effectively measure the financial
health or distress of an institution or group .of institutions.
There is general agreement that a problem exists, but less than
unanimity on how it should be measured.

In August 1974 the authors were confronted with this
dilemna when we performed an analysis of the financial condi-
tion of a group of private colleges and universities in a Mid-
Western state. Available to us for the study were selected non-
financial data (historical and projected) and the financial state-
ments for the five-year period .from- 1908-69 through 1972-73.
The purpose of this paper is to share with the reader the
analytical approach utilized in that study. ,Some of the findings
of the research project suggest that this analytical approach
may be of use to the institutional researcher and other key ad-
ministrators in financial analysis and decision-making. It is also
hoped that this endeavor Can contribute to the continuing
search to identify those key indicators which will measure ft-
nancial health or distress in institutions of postsecondary
education.

Met hodology
Any study of the financial condition of a particular in-

stitution or group of institutions must first determine those cri-
teria which are going to he selected as indicators of financial

.- health or distress. Examples are Bowen's (1969) focus on the
differential growth rates of educational and general expen-
ditures and educational and general income, jenny and Wynn's
(1970) presentation of a student aid subsidy gap,
(1973) analysis of current fund supluses and deficits, and
Cheit's (1971) assessment of an institution's ability to carry out
Its self-determined program et n level of quality which il has set
for itself, As accountants and students of higher education ad-
ministration, it was surprising to nolo how Infrequently such
studies referred to data Oud are contained in the Institution's
anneal financial report. Instead, the studies designed now

Nines L Murdock, University of Michigon-Flint, and
Dale A. Davis, Eastern Michigan University

measures, new questionnaires, ,or conducted extensive inter-.
views. If the financial statement information were utilized, it
was almost always the fund accounting equivalent of the profit
and loss statement for the current (general) fund that was ex-
amined. The totality of the financial statements was seldom, if
ever, a focal pOint.

This lack of consideration of the role of the financial
statements is especially surprising when one considers the crit-
ical function .:u-ved by the major financial statemnts in the
profit-orienteu sector of the economy .Such financial statements
have served as the focal point for analysis by management,
owners, potential investors, government, and other interested
persons. The published balance sheet, income statement, and
statement of changes in financial position have been the begin-
ning point for an analysis of the financial activities and finan-
cial condition of the business entity. In executing the study, we
focused our analysis on the information contained in the major
financial statements of the colleges and universities,

This apprOach is also consistent with-a major subdivi-
sion within the accounting process. Financial accounting has as
its major objective the provision of all material and relevant fi-

.nancial information to persons outside the accounting entity--
such as creditors, governing bodies, foundations, etc.
Managerial (or cost) accounting, on the other hand, is defined
as internal accounting. or accounting for the expressed benefit
of management. This paper is consistent with this major sub-
division of the accounting process. The initial analysis is of data
presented in the institution's financial statements. Further
analysis is directed toward utilization of internal data for im-
proved management control and decision7making.

Financial Statement Analysis
A possible explanation for the failure to use college and

university financial statements in analysis is the simple fact that
they are difficult to understandsome might say impossible to
understand. The source of Much of this complexity is the
utilization of the. traditional fund accounting system, an ac-
counting process for non-profit organizations_ that requires
separation of the aCcounts according to the specific sources and
uses of the funds involved. The result is an Unrestricted current
fund, a restricted current fund, an endowment fund, a plant
fund, et orl'hus, one finds in the university financial report not
three basic statements as exist in a corporate report, hut two_or
three for each fund_ The result Is very likely substantial confu.
skin, misunderstanding, or even distrust.

In a corporate financial statement, the reader or analyst
can 411 least find the bottom linenot income, (Such reliance on
a single figure should also be rectotized as oversimplification
and himardoes, Few people realize how many assumptions
and estimations go into the determination of that number!) It is
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Exhiiat

BALANCE SHEET ANALYTICAL DATA
(In Thousands of Dollars)

Total
9 69-

ETES S % Total
-1972-73--

Total S ETES $ 1 Total
ange in
_c

ASSETS
Total Current 41,235 962 6.8 55.759 1,292 7.0 , 40.2
Loan. 17,959 413 3.0 26,924 636 3.4 +0.4

Endowment 155,506 3,742 25.8 240,230 5,914 30.0 4-4.2

Annuity & Life , 9,053 220 1.5 ,11,299 280 1.4 -0.1

.Plant 378,073 714 62.7 464,906 10,977 58.1 -4.6

Unexpended 25,570 4.2 35,195 4.5 10.225

Investment 352,503 58.5 , 429,111 53.6 76,608

Agency 1 310 28," 0.2- 920. 23 -0.1

TOTAL ASSETS 603 136 14_079 100.0, 800,018 19 122 100.0

LIASILITIES.
Total Curreat 22,924 21.4 29,088 24.8 +3.4

Plant 80,046 74.9 84,152 71.9 -3.0
Othet . 3-914 3.7 -0.4

TOTAL LIABILITIE 106-884 100.0 17.7 117 126 100.0

FUND EALANCES
Total:Current 18,315 , .3.7 , 26,670 3.9 +0.2

Loan 17,452 3.5 26,492 3.9 +0.4 -

Endowment 153,939 31.0 238.109 34.9 +0.9

Annuity & Life 8.520 -1.7 10.890 1.6 -0.1

Plant 298,026' 60.1 380,751 55.7 -4.4

TOTAL FUND BALANCES 494,252 100,0 8L3 682 912 .100.0/ 35.4 +3.1

SOurne: Siudy of Indeoendent Higher Education In Indiana: Financial Heklth.

William W. Jellema, Director. Sponsored by Associated Colleges of
Indiana and IndePendent Colleges and,Universities of IndFanai inc.

Copies of full report available at

probable that the emphasis on the analysis of the irlrestricted
current fund revenues and expenditures has resulti.d from the
desire to examine the statement in fund accounting which
measures current operations in a manner similar to that of the
corporate inconwhitatement.

However, because of the limited nature of the activities
reported in the current fund revenues and expenditures state-
ment, it is not truly analogous to the corporate income state-
ment, That statement reports changes from all operations. To
accomplish more meaningful analysis, consolidation of all fund
statements must pc made, an approach utilized in the study.
Hans Jenny (1973) of the College of Wooster and William
Wilkinson (1973) of the University of Rochester are two noted
financial adminintrators who have also advocated another look
at the financial statements and possible consoliOation of that in-
formation. -

Exhibit 1 indicates the information that con be
generated by summarizing all of the balance sheet data for the
various funds in one report-in thin case the aggregate totals for
all of the Institutions in the study. The presentation of total dol-
lars yields little information, but by expressing the dollars per
fulltime equivalent student, a reference point against which an
Individual institution can measure its position is obtained.
Further, by using the technique of a common size statement,
whereby each asset, liability, and fund balance item Is ex-

Increase % Growth
in $ 1968-73

14,524
8,965

84,724
2,246

35.2
49.9
54.5
24A

86,833 723.0

(10,0)
196,902_ 32.6

6,164 26.9
4,106 5.1

10 242 9.6

8.355 45.6
9,040 51.8

84,170 54.7
2 370 27.8

82,725 27.8
186 _660 37.6

coat of $3.00 from AssoClAted Colleges of Indiana
908 Ilerchapts Bank Building
Indianapolis, IN 46204

pressed as a percentage of total assets, total liabilities, or total
fund balance, andby comparing these common size statements
over a time period, the distribution of the reépective funds
within the totals can be examined. If a group of institutions is
being studied, one can seek major shifts in the financial struc.
lure of' the institutions. If a single institution is 'the focus, it is
possible to identify changes in financing patterns and to
measure the success or failure of the institution to generate
specific fund assets.

A second use of this information to determine how
growth is being accomplished by offsetting increases in
liabilities or fund balances. In the study, we computed the per-
centage relationship between fund balances and total assets
and also determined a fund balance to liabilities ratio. This
measure Is analogous to the debt-equity ratio often utilized in
business and Is perhaps a useful indicator of an institution's fi-
nancial stability, especially if viewed over the long run.

As noted previously, a commonly cited indicator of fi-
nancial health or distress is the size of the current fund surplus
or deficit..The consolidated information from the balatipe sheet
presents a nlightly different perspective of this melanin!. A
comparison of the change in total real assets, total ,,fund
balances, and the reported currant fund surplus/deficit for the
four fiscal years for which data was available was performed.
The results are presented in Exhibit 2.
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Exhibit 2

CUMULATIVE CHANGES 7-- 1968-69 1972-73
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The data clearly reveals the dangers inherent in using any
single %measure to assess financial health or distress. The
clustering of institutions around ±- $100,000 in current fund
surpluses and deficits is indicative of effective budgetary con-
trols. accounting manipulations, or, more likely, some of each.
The authors believe the information revealed by Exhibit 2 is a
strong argument for looking at the Consolidated financial infor-
matiorvin an evaluation of financial status.

1The common size balance sheet, fund balance to
liabilities ratio, and change in total real assets and fund
balances are suggested indicators which-have been derived
from the financial accounting process and its current outputs.
They are by no means exhaustive of-the possible measures, but
are hopefully indicative of a direction that future analysts
should consider.

'Ilnternal Data Analysis
Beyond the financial statement data, there is available

information that is seldom assembled in a usable manner.
Organization and analysis of this data is another area of passi-
ble benefit to the institutional researcher and other key ad-
ministraters.

Certain aspects of the role of the person in institutional
research parallel the role of the cost accountant in industry and
the entire concept of cost accounting. The processes of manage,
ment in the industrial secir were early honed to a fine edge

Murdock and Davis

through the ultimate in accountability-profit. Many -
businesses have survived decades of poor philosophy. poo'r
facilities, poor product, and poor public relations, but none
survive extended periods of .poor profits.

Higher education does not measure profit. As a service_
industry, it attempts to measure its outputs in terms other than
profit. In fact, higher education is often compelled to find the
means to exhaust particular funds to avoid losing them or hav-
ing them retracted. The presence of this phenomenon makes
formation of non-accouniability attitudes quite easy. When in-
creased costs and huge expenditures are defended by rhetoric
rather than objective data analysis, there is little incentive for_
the analyst to develop sound analytical procedures.

The increasing demand for accountability, however,
will not go away. Meeting these demands requires that those
concerned with the problem confront it with all available
means and contintue to seek new approaches to meet expand-
ing obligations.

Valuable assistance can possibly be gained from the
experience of our counterparti in industry. This will require a
slight adjustment in the overall approach to data collection and _-
processing. Current attitudes reflect the philosophy of gather-
ing data and displaying it for consumption by outsiders, i.e.,
legislators, federal agencies, the Board of Regents, taxpayers,
and tax authorities. Financial policy has too often been a reac-
tion to the response of these outsiders. In recent years it has

Exhibit
TOTAL CURRENT FUND REVENUES AND EXPENDITURES, 1968-69 AND 197273

(In Thousands of Dollars)

1968-69
Total Percen

1972-73
Total Pefcent

Change in
Pereont

Percentage-Percentage
Change Growth .

Par Yaar 1968-73

. REVENUES
Tuition & Pees $62,383 68.4 $80,616 70.4 + 2.0 + 0.4 29=2
Endowment 2,791 3.1 .

4,627 4.0 + 0.9 + 0.2 65.8
Gifts:& Grants 8,864 9.7 12,029 10.5 + 0.8 + 0.2 35.7
Other 17.172 18.8 17 264 15.1 - 3.7 "- 0.1 0.7

Total Educational & General 11,210 100.0/70.8 114,556 100.0/72.5 + 1.7 -I- 0.3, 25.6

Student Aid 3,421 2.7 5,991 3.8 + 1.1 0,2 75.1
Auxiliary 34 271 26.5 37,382 21,7 - 2.8 - 0.6 9.1
Total Revenues 128,902 00.0 157,129 100,0 22.5

EXPENDITURES
Instructional 42.857 48.7 53,026 49.8 + 1.1 + 0.2 23.7

-Library 3,618 4.1 4,010 3.8 - 0.3 0.1 10.8
General & Administrative 21,035 23.9 26,570 25.0 + 1.1 + 0.2 26.3
Operations & Maintenance 11,004 12.5 13,752 12.9 + 0.4 + 0.1 25.0
Other 9 458 10.8 107 8.5 2.3 - 0.5 - 3.7
Total Education & General 87,972 100.0/69=1 106,465 100.0/67.8 - 1.3 - 0.3 21.0
Student Aid 8.906 7.0 16,106 10,2 + 3.2 + 0.6 80.8
Auxiliary 30 439 23.9 34,530 22.0 - 1.9 - 0.4 13.3
Total Expenditures 127,367 100.0 157,101 100.0 23.3

Transfers 994 1,004

As % of Total Revenues 0.8% 0.6% - 0.2

SURPLUS (DEFICIT) 344 _a76)

Tuition and Fees Revenue as
Percentage of Total Expenditures 49.0% 51.3% + 2.3 +0.5

Source: Study of independent Higher Education In rndlana: Financial Health.
Willaim W. Jellema, Director. Sponsored by Associated Colleges of
Indiana and Independent Colleges and Universities of Indiana, Inc.

Copies of full report available at a.cost of $3.00 from Associated Colleges of Indi
9013 Merchants Dank Building
Indianapolis, IN 116204
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been noted that the profit-oriented sector lacked a fully<level-
oped social conscience. This lack of social conscience can be at-
tributed in part to the'emphasis placed on developmeal of in-
formation for internal use by the corporate entity with an eye
toward greater profits and ultimate survival. With the Chroni-
cle of Higher Education recently reporting the state of Wiscon-
sin's attempt. to. determine the criteria for deciding which
universities should be shut and which programs eliminated,
there should be no doubt that the better utilization of resources
and ultimate survival concepts have reaehed higher education.

Flow, then, does private enterprise differ in its interral
analyses? As previously described, the common size statement
is a tool of analysis used :in. business. It, allows direct com-
parisons of data that are often obscured in traditional presenta-
tion. The statementa for a single accoutaing or fiscal perirxi pro-
vide only static, or vertical, analysis. Depth of analysis is added
by comparing the individual business with other businesses or
'entire indtistries, Static analysis gives important information
ebout art individual entity in a group, but says little about the
entity's past performance, potential, or current direction.

areic, or longitudinal, analysis is possible when the results
of operation over a period of time are known, Comparison of an
individual unit's performance over several fiscal periods gives
important information about the unit's direction and.potential.
lt,allows a better judgment of the unit vis-o-vis other units and
the entire industry.-

Use .of a succession of common size statements allows
for yet another level of analysis beyond direction, potential, and
position. The rate at which given elements of a statement being
analyzed change give important clues to the internal priorities)
of the entity and begin to reflect the attitudes and philosophieS
of the decision.makers within- the "entity.

A still more refined analysis measures the steed and
Airection of these changes in ,relation to one another and allows
analysis of the differential rates of change in key factors. Cur-
rent fund revenue and 'expenditure data utilized in our study
cart exemplify this analytical approach and is presented in Ex-
hibit 3. The dollar figures. have been kept to a minimum to
.facilitate analysis. The figures for 1968-69 and 1972-73 have
been restated in percentages or common size terms arid all
further analysis is .based on thege percentages.

A first level analysis reveals that tuition and fees in-
creased- more than $18.2 million and' that the institutions in-
creased their reliance on this source of funds. When a student
paid tuition and foes in 1972-73, it had to cov'er 2.3% more of
each dollar expended than it had in 1968-69. It also represented
2% more or total revenues received bithe institutions (70.4% ,

up.from 68.4% ) than it had 5 years previously. That there was
an actual dollar increase in revenues and expenditures is not
very revealing. What does become meaningful is that there ex-
isted varying rates of change in significant areas. Tuition and
fees revenues increased 29.2% in the five years, while instruc-
tional expenditures advanced only 23.7% . None of the services
the student purchased increased at a rate equal to the tuition
and fees increase,

Examination of the relative importance of different
categories of revenue and expenditure, coupled with
longitudinal growth rates, is enhanced even mom when we
hold the value of the dollar constant as proposed by Dr. C.
Richard Wynn (1074) in his work with price deflators for high.
or education, Using differential rate changes and deflators to
analyze a particular facet of the data would yield the following
type of report which selects gci1iral iind administrative ex-
penses for analysis.

Exhibit 4

ENROLLMENTS AND GENERAL AND
ADMINISTRATIVE EXPENDITURES

ACTUAL AND REAL TOTAL.& ETES DOLLARS
OLLMENTS - FT%

1%9 1979 1971 1972 1973

There were 26 institutions with comparable data in the
study, and Exhibit 4 is prepared from that data. The actual dol-
lar increase for the 5.year period was 31.6% compared to 6.3%
in terms of real (or defiated) dollars. The expenditures per full.
time equivalent student (FrEs) increased from $411 id 1968-69
to $531 in 1972-73, an increase of $120 per FrEs. The increase
was -$18 per FTES ip-terms of red dollars.

As the enrollment increased slightly in the first two
years, it teeded to generate a certain amount of efficiency in the
general and administrative area. Actual dollar expenditures in-
-creased 9.7% , while expenditures per FTES on an actual dollar
basis increased only 2.2% . A larger workload was being ac-
complished for each dollar spent. This is indicative of either a
. high quality of administration or a failure to react to changing
conditions with the possibility that aome activities previously
being accomplished were now being slighted er ignored. The
decline in enrollments that began in 1970-71 and continued
through 1972-73 also reversed the trend in general and ad-
ministrative expenditures. What may have been interpreted as
higher quality administration .took on the, look of a seriously
deteriorating situatioh. Those who interpreted the first two
years as failing to react to changing circumstances would now
take the obvious ineffidencies of the last three years as rein-
forcement of their charge. II is particularly important in periods
of reduced productivity that items not directly related to the pri-
mary function of the institution be reduced at least in propor-
tion to the decrease in productivity.

The concept of gauging the amount to be -spent on
general and administrative activities by enrollments or 17I'ES
generution or any other production measure creates some
difficult problonis. The concept of fixedness or veriobility of an
expense item forces the udministra tor in higher education
toward further analysis of internal data In the search for
answers, When Ihe analysis moves boyelul the balance sheet



and revenue and expenditure statem-ents, it becomes necessary
to gather internal data for analysis to be used in the manage-
ment process.

A more definitive analysis requires that all .expen-
ditures be classified as either fixed or variable. For those ex-
penditures exhibiting characteristics of both, there are methods
with varying degrees of sophistication which allow the separa-
tion of such expenditures into their fixed and variable ele-
ments. The basic reason for this division is to determine the
level of fixed expense in an operation. Fixed expense is
defined as the amount that will be spent for the operation with-
out regard to the volume of activity encountered. Variable ex-
pense is that portion of the total expense which varies directly
with activity, i.e., the greater the activity or volume of produc-
tion, the greater the expense. This is generally expressed
graphicallyin a manner similar to Exhibit 5. As the amount of
fixed expense increases aS a percentage of total expenses.
managerial flexibility decreases. In the example cited concern-
ing general and administrative expense, the attitude of many
academic administtators has been that this area of management
had a 25 or.30-year hithory of understaffing, while higher
education was exprbrkincing unprecedented growth from the
19409 through the late 1960s. .

To all the very logical arguments justifying the lack of
flexibility in this or-any other area, it can only be said that the
fact that the job is difficult does not make it any loss important
that answers to the inflexibility be found. Recent events in in-
dustry indicate that some unexpected and somewhat dire ac-
lions become necessary. General Motors Corporation recently
announced that the compensation paid to its 60 top executives
was reduced by over 60% from 1974 to 1074. Fixed expense
reductions are never easy. Decisions made when times are
.geod which tend te minimize fixed expenses as a matter of
policy do a great deal to add flexibility to management at all
times. The lower fixed expenditure level will also allow- ad-
ministrators to More easily avoid deficits and more efficiently
utilize resources during'periods of erratic activity. Rapid ad-
justment to changing circumstances, one of the major problems
in higher education, will become easier with this increased
flexibility, but will still require quick, accurate analysis of the
effect of changes.

Several cost-estimution and forecasting data processing
programs in current use make good use of this concept, and it
should be underscored by more detailed explanations of the
concept to the user. More administrators, particularly institu-
tional researchers, should be willing to step outside the tradi-
tional methods of analysis. Greater emphasis should he placed
on managing the operation based on what is happening within

Murdoch and Davis

Exhibit 5

ACTIV RESOURCE REQUIREMENT ANALYSIS
_ TOTAL REVENUE

AOTI2ITT

Activity kLevel A would require dollar resources at level B.
Line X X2 describes total expense in dollars at any given level of activity
on the horizontal axis. Point XI is the revenue level required to provide
adequate resources tor the level of activity Illustrated.

the institution rather than reacting to external, am sometimes
uninformed, outside agencies.

Concluding Comment
This paper has presented a suggested approach to the

financial analysis of institutions of higher oducation.,; The ap-
proach is based on information contained in the financial State-
ments of the institutions or internal data that should be availa-
We in the financial records. The approach was utilized in ii
study of the private colleges and universities of Indiana. A copy
f that report can be obtained by the reader al a cost of $3.00

from the Associated Colleges of Indiana 46204,
The authors believe the approach recommended

should be understood not only by financial administrators but
also by persons in institutional research and other administra-
tive areas. Financial analysis must continue lo be expanded,
improved, and communicated to the public if higher education
institutions are to maintain their critical function in the society.
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A CO ITTED LIESOLIRCESAPPROACHACLFACULTY STAFFING POLICIES

The arriving era of leveling student enrollments and
declining financial support is forcing many universities to un-
dertake an intensive review of their faculty staffing policies. In-
evitably, such personnel stUdies spur renewed Challenges to
the concept of academic tenure and the specific administrative
policies -governing its 'conferral. Discussion of the merits of
tenure is, of course, hardly a recent phenomenon, but an im-
portant shift seems to be occurring in, the debate. Detractera
have traditionally characterized tenure as a sinecure or' a
shelter for rmdiocrity; their arguments pictured "old dead
wood" blockinj; tOe advancement of "new young blood" to the
detriment of thf'._ .,miversity's instructional and -research mis-1
sions. The appm yriate response to such charges consisted off
pointing out that vitality, creativity, and noteworthy.scholarshipi
are attributes unrelated to one's age or tenure status. Further-
more, the necessity of tenbre as a guarantor of academic
freedom would be cited as sufficient reason for the existence of
this practice.

The financial squeeze facing universities is furnishing
new grounds for those who Would challenge the principle of
academic tenure.-Persuasive arguments are now being made
that the 6xistenct of tenure is threatening the very existence of
the university. Indeed, ihe widespread critical interest cur-
rently being focused on this subject attests to the success of
such a "dollars and cents" attack on tenure. The challenge has
thus been thrust onto university administrators to critically ex-
amine and evaluate the precise relationship between the tenure
characteristics of a university and the ability of that institution
to survivethat is, its ability to carry out successfully the in-
structional, research, and public service missions with which it
has been charged,. Certainly the hazards to an institution of
being "tenured-In" have been widely publicized; what renfains
unsettled is the point at which a university becomes tenured-in,
and the specific mechanics through which a changing tenure
distribution affects institutional vitality.

Tenure Quoted
An examination of any university at a given point in

lime will yield data on the number (or FTE) of faculty holding
indefinite tenure, us well as the size of the entire faculty. The
ratio of tenured faculty to all faculty is frequently cited as an in-
dicator of Institutional "heath" As prestigieus a group as the
Commission on Academic Tenure in Higher Education (1973)
has, in effect, endorsed the use of tenure quotas as an ad-
ministrative tool in the formulation of faculty staffing policies.
Effective management by tenure ratio, however, cannot be ac-
cornplished in the absence of a clear understanding of the
mechanisms underlying changes in the ratio over lime, Only re-
cently haVe dynamic models been available to analytically
derive and display the evolving tenure distributions resulting
from specific personnel polidies. The pioneering work of

Ste fan D. Bloomfield. Oregon Stnte University

Oliver (1969) and LaSalle (1972) explored ilU 1E41g-run implica-
tions of Staffing policies oil tenure disni tat I helms Although these
studies yield insights into the equilibrium characteristics of
tenure ditributions, they offer little guidance to.the administra-
tor facing critical short-term decisions. The faculty flow model
subsequently developed by Hopkins (1973) remedied this
situation by emphasizing computation of Short-term (five to ten
years) tenure distributions resultinjo from various staffing
policies, providing a useful tool for the formulation of opera-
tional decisions.

Flexibility Considerations
Although the means are now available to explere the

relationship between faculty staffing policies and the resulting
tethire characteristics of the university, the_ question of the
'suitability of tenure ratios as indicators of institutional health
must still be addressed. A clue to the answer lies in the increas-
ing usage by university administrators of the term "steady
state" to describe (what they perhaps only hope will be) the
future operating'condition of their institution. This basic prem-
ise of steady state operatidn is that no new resources can be ex-
pected, and that any additional resources`amSlied to some seg-.
ment of the institution must, consequen;;y, be taken from some
other segment. The extent to which a given university is able to

-effect such resource shifts is a measure of the institution's ilex-.
ibility---ils. capacity to respond to demandmrising Fioth inter-
natty and externally. Under steady state operation this flex-
ibility determines the university's ability to accommodate new
program needs resulting from shifts in student body, composi-
tion or .interests, from -evolutionary changes in academic dis-
ciplines or newly emerging subject areas, or from new
research programs reflecting changing societal-needs or state-
of-the art advances. The magnitude of institutional flexibility
also dictates the extent to which the university can absorb
decreases in financial support and yet continue to maintain
programs and services at levels necessary for effective perfor-
mance; such decreases have involved loss of endowment,
reduction in state support, and withdrawal of gift, grant, and
contract funds from traditionally supportive agencies. The flex- .

ibility at the disposal of a oniversity emerges, therefore, all a
major factor influencing the future viability of the institution.

771-firtelationship between institutional flexibility and
faeulty-staffing-policies-seems-clear: the university must en-
deavor to maintain a faculty whose effort can he redistributed
among program areas as changes in emphasis and direction oc-
cur, and which, collectively, can weather possible personnel
cuts without irreparably harming vital programs, An obvious
mechanism for enhancing the capactly of the university to
redistribute its personnel resources is the establishment of a
formal faculty development program, Such programs not only.
encourage facalty to make hotter .uso of the knowledge and
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tools they already possoss, but can also acidly mem-
bers to mov into academic areas -.citstsi staffing.
lowever. such formal faculty development efforts require sub-

stantial commitments of institutional- resourcesre4oerces
which most probably cannot he spared in limes of financial
difficulty. Moroovr. it is tincloar that faculty members will
choose to pursue such relearning opportunities, given the largo
invosenont they have made 1n their current iiroas of expertise.

Therefore, the need,for onivemily flexibility in staffing
implies a requirement for assuissl faculty turnover, nllowing
now faculty mmbers to he hi rod on a regular basis to staff the
chaning pnigrain needs of the/ instiltition. 'I'he faculty flow
models of Oliver. LaSalle, and I lopkins reuigilizo thiS impor-
tant fact, and provide for analysis of NOS of now appointments
expected under different faculty staffing policies', Theability of
these models to predict faculty turnover ovor moderately long
planning horizons permits a university administration to more
readily assess the Momt that current staffing policies will have
on the future flexibility of the institution.

Flexible Dollars
A shortcoming that the f:n:ulty flow modls 'Share with

tho less :elegant tenure quota guidelines .is that they are _all
headcount (or FTE) oriented, whoroas tlui extent of flexibility
within the university'ramd not relate dius:tly to the percent of
faculty meMbers holding tenure or the numberof faculty tem.-
bers Who can he newly appointed in a given year. liinhur:a
more accurate meawro of a univtaNity's capacity to respond to
change is the magnitude of the resourws (and hero we may
read -dollars") that the institution has available for reallocie
lion.

In his examination of steady stato staffing policies, Fur-.
niss (1973) briefly irientioned the need to conSider the financial
consequences of a faculty staffing policy, and Freeman and
Kos:in-a:tor (1973) extended this reasoning to point out the eru-
i.ial role played by -flexible dollars7 in a university's personnol
planning activitios. However. neither of these paper§ proposed
foimul me hanisms fpr incorporating cost factors into the for-
mutation ° faculty staffing policios: The purpose of this paper
is to discos& snch mechanisms. and to describe the implemen-
tation Of This system at Oregon Stale University,

I ,

Committed Resources Index -

Most tenure predicting models consider only Iwo
categories of faculty; those who haveheen granted tenure 'and
those Who have not. When considering the total salary costs
associated with a university's faculty. however, it is convenient

- to identify three categories. Tho first consists of salary dollars
that are truly flexible, such res the salaries of professors nn kino-
year visiting appointments, or funds paid to individuals pursu-
ing prolects for which there is a definite_dato of termination.
Salaries paid to graduate leaching and research assistants also
usually fall within this optegory. ksecund catogory consist& of
salary dollus pal(' to tenured fan-Silly members: these funds are
completely inflexible, having been committed to the tenured
staff. The third category. to be discussed in detail knee cm,
prises the rbinainder of the salary dollars. These funds, in.

, general, support faculty members ,considered to be on rhe
"tenirro track," ln a strictly legal sense these funds should he
floxible, although recent court cases raise uncertainties about
the extent a an institution's commitment to its lenuie track
staff. The relative sizes of ItIese three pools of salary resources,
create a committed resourcos-indm indicating the extent to
which the total faculty salary, budget is immobilizel by prior,

t

70

commitment, and. the degree of flexibility remaining for dis-
tribution of those (Wars.

Sinco faculty members who have achieved tenure also,
by and large, are paid proportionately higher salaries, a com-
mitted resources index results in a miwe conservative assess-
ment of university flexibility than would be indicated by a con-
ventional tenure ratio. For exainple, on institution hmIng, say.
70% of its faculty.tenured may expect lo find that 00% Of its
salary resources have been committed to those individuals. If
tine believes that a committed resources index presents a more
realistic indication of a university's flexibility than does a
tenure ratio, it would seem reasonable to borrow the tech-
nology developed for "managment by tenure nitio" for use in
conginct ion with a committed resources index, That is, alterna-
tive-faculty stnifing policies could he evaltiated by means of a
faculty floW model which would display the implications of
each personnel policy on future committed resources indices.

Unfortunately, such, a procedure polies a significant
tochnieal chalbinge, for one must not only still predict future
tenure distributions; hut must also estitnato the evolving dis-
tributions of salary dollars and the manner in which those dol-
lars will be allocated among faculty ineMbors with and without
tenure. Prather and Smith (1974) have pointed out the primary
role played by rank as a predictor of salary: for this IVIIS011,
faculty flow model intended lo estimate future values of a
university's committed re:anal:Ls :ndex must not only'utilize
variables indicating probationai-y poriods and age groupings
(as found in the tonure-predicting models). hut must also incor-
porate considerations of rank and years in nmk. Such a model'
is now.under development at Oregon State llniversity and will
he the subiect of a forthcoming paper.

Consideratiobs of Quality
A charge commonly leveled against the managerial use

of mathematical models is the failure of such analytical tools if)
adequately reflect qualitative aspeois of the problem. Thus, in
the specific case of faculty flow modelS it is argued that con-
siderations of faculty quality are totally ignored, since the
models seemingly define the numerical tenure ratio as the sole
criterion of performance. Dill (1974) recognized this deficimicy
and proposed a -tenure prospect ratio" as an alternative cri-
lerion by which faCully staffing policies be evaluated. Ho
reasoned that unless tenure 'track faculty members have a
reasonable probability of ,eventually gaining tenure it will be
virtually impossible to attract high calibre personnel to the in-
stitution. and equally =unreasonable to expeel them to partici-:
pate fully and effectively in university affairs. The counlerox-
ampleS offered by a fow of the most prestigitiths universities
notwithstanding, Dill's 'tenure prospect ratio Comprises a
numerical term lhal, al the very least, recognizes necessary
conditions for maintenance of quality.

These.-,same concerns motivate the three-tiered strric-
lure of the cbmmitted resources index. Although it is prissible
to aggregate all salary- dollars not specifically committed ni
tenured faculty and to consider 'all resources in the reselling
pool equally flexible, such a simplification would seriously
misrepresent the basic realities orstaffing for higher education.
Specifically. even if one could be confident that salary dollars
supporting tenur.° track personnel were legally flexible, theex-
istence of an ekfTlicilly identified and adequately funded:10113re
track staff must bovigorously protected to ensure the conlibued-
quality, vitality, anti institutional commitment of the un,Kter-

,Asity's faculty. Although there iS a mathematical rodundanly in
what ig about to be said. a "hcalthY" university iircharacterized'



by a committed resources index exhibiting a pool of flexible
dollars sufficiently large to meet likely shifts in resource needs.
a dollar allocation to )(inure track appointments large enough lo
adequately inaintain the quality of this source of new talent,
and a tenured faculty resiniu:e ctimulitmeni ()I' imfficiently
modest magnitude to make the Iwo preceding conditions possi-
ble,

Implementation at Oregon State University
Oregon State University. in common with all institu-

tions in the Oregon' Shoe System of Higher Education, has
established three appointment categories for ils faculty:

1, Fi :ed-term appointments: These appointments are
made for a specified period of time. Although the appointments
are ninewable, the faculty members On fixed-term appointment
are not on the tenure-track.

2. Annual tenure appointments: These appointments
are given to faculty whom the university considers Io be on the
tennre-track, -Fhe appointments must he ninewed each year of
the probationary period. toward the. end of which Ihu faculty
naimber is evaluated for promotion to indefinite tenure.

lodefinite (enure appointments: These appoint-
ments commit the university to continued empinyment of the
faculty member, Termination is possible only for (a) cause, (b)
financial exigency. or (c) prognim reduction or elimination.

The committed resources index consists of a three-lu-
pie expressing the percent of total faculty.salary dollars sup-
porting faculty on indefinite tenure, annual tenure, and fixed-
term appointments, respectively. For example, in the academic
year 1973-74 the index for Oregon Slate University was
54:10:28, indicating that 54% of total salary dollars were com-
mitted to the hmured faculty (as compared to a tenure ratio of
42% for that year). Note that the spit:ilk: values of the commit-
ted resources index and the tenure ratio quoted Awe includes
all personnel on academic appointmeal. including graduate
leaching and research assistants.

The process now being used by Oregon State Univer-
sity to formulate its faculty staffing plans for the coming decade
involves Iwo tasks: target values for the institution's committed
resources index must h specified. and a faculty flow mishit
which will estimate impacts of proposed staffing policies on
fnture values of the index must be completed. Very tentative
target values for the committed resources index have been pro-
posed in the first draft of the University's Faculty Staffing Phil
(1974) as follows:

The guidelines established in this plan specify that.a

Commissioi

Slefon D. l3luioiiifjuthl

continuing percentage of the resources devoted
) tenured appointments for the next 5 years will not

4.."(Nceed 05%, with a -target...of titt for the end of the
decade as a maximum. The pementage of resources
devoted to fixed-term appointinonts will not he less
than 20% . The resources devoted to annual tenure ap-
pointments will obviously be controlled by these 'con-
sInunt% but will represent a continuing commitment to
thti inflow of highly qualified young faculty to create a
stable and, hopefully, creative faculty for the decades
of the 'Ms and '90s. II will always exceed 15% and hy
the end of the decade may approach 20% depending
on the hiring ami tenure policies existing at that time.

The faculty flow model. which constitutes an integral
part of the planning project, is still in the developmental stage.
Although a variety of [achrs are taken into account by the
model in estimating future) values of the committed resources
index, three variables emerge as being of-primary importance.

Jwo of these variables represent policy decisions under direct
control of the university: the fraction of faculty memhers on ap-
pointments ill annual _tenure who are punnoted to indefinite
tenure (as a function of years of probationary service), and the
percentage of new faculty appointments made to fixed-tei in (as
opposed to annual tenure) positions. The third variahle is total
faculty size (and hence total fagilly salary resources), a factor
which is heyond control of the university, hut amenable to
reasonably accurate precliclidn.

Although the component of the committedresources
ratio cml gmatest administrative concern is the size of the flexi-
hle resource pool this term is computed -hy the model as a
residual. 'Chat is, for each year tieing analyzed the tenure com-
mitment is computed first; then the size of the annual tenure-
component is calculated (with the inclusion of an estimate of
new1 faculty (oining the tenure track). Finally, the remaining
salary dollars are presumed m constitute the flexible resource
pool. In effect, then. institutional policy determines the size of
the indefinite and annual Tenure resource requirements. while
the fixed-term component is a residual determined by the ex-
ternally dictated total facolly size.

Formulation of the faculty staffing plan is still under ac-
tive development and review at Oregon state I In ivers ity.

ing discussions indicate that the rationale liehind a commit=
Om resources index is proizing acceptable to hoth administra-
tion and faculty, and that the index (:an serve as a useful and
persuasive tool in guiding future staffing policies.
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AN ANALYTICAL APPROACH TO THE
PATHOLOGY OF ACADEMIC DEPARTMENTS \

It is seldom realized that most centers of higher educa-
tion have been and still are managed through intuition and in-
stitutionalized customs. T4ere is no doubt but that the average
businessman would be appalled at the manner in which many
key decisions arc made at nearly every university. In the 1950s
the comparative smallness of even the large universities
enabled administrators to gain a "feel- for the problems and
conditions within the departments which was-conducive to in--
tuitive decision-making. The element of smallness and unifor-
mity was soon lost during the 1970s when most universities ex-
perienced an explosive growth both in size and complexity of
organization. The situation was only saved by the fact that this
growth was stimulated and accompanied by large amounts of
money which relieved the need for hard decisions and masked
the signs of poor management. With the recent economic
downturn and the.sudden loss of much financial support, it has
become very apparent that past management practices arc

bwoefully inadequate. This has prompted a wave of data collect-
ing. checking, aggregating, formating, and comparing at univer-
sities across the country. A certain amount of this avid data-
gathering has been necessitated by state and legislative de-
mands. but far more of the incentive_has been due to a desire
on the part of university administrators to emulate the analyti-
cal techniques which have proved so successful in the military.
federal, and industrial establishments. A quick perusal of any
education journal will turn up successive articles dealing with
such topics as -PERT." -input-output analysis:: -linear
programming," "simulation models.- and -PPBS"---all terms
which have found their way into the educator's working
vocabulary. Such an ongoing interest in data collecting and ad-
vanced management techniques would seem to indicate that an
important revolution is taking place in the management of high-
er education, but upon closer inspection one finds that there is
an incredible amount of wheel spinning. We are still trying to
force educational institutions to behave like industrial en-
terprises _in order that we may apply known techniques. But
universities will never fit this convenient mold for they differ in
one important way. The outputs of education cannot be well
defined, quantitatively measured, and related, to the inputs.
Thus nearly all industrial management techniques arc of no
use because they essentially alter the inputs so as to maximize
certain outputs. The management crisis in higher education to-
day is not due to a lack of executive talent but rather outdated
procedures and misguided attempts to copy methods which are
inappropriate. Institutions of higher et-ILication must direct their
efforts to the task of creating new protedures which are ap-
plicable to their unique operations. If such is the case, what
does this mean to those of use in institutional research?

6
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A New Role for Institutional Research
Many bniversity administrators would be satisfied if

institutional researchers simply continued to collect and com-
pile data. Such managers gain a certain reassurance from heing
surrounded by volumes of statistics. But we must resist abetting
this curious phenomena for data collection is not an end unto it-
self: it is simply a concise way to convey information and
where there is little understandable information exchanged. it
has-slight value, Staff time is too costly to be expended in such
a nonproductive way, no matter how psychotherapeutic it may
be for some. Those in institutional research must exercise their
initiative to define an expanded role which includes broader
responsibilities. We must begin to feel that our responsibilities
include the interpretation of our data and the development of
techniques and procedures by which data may be applied to
the solution of administrative problems. Some will say, -How
can I possibly analyze all this confusing data?" They might well
consider the value of their services if all they do is pass in-
comprehensible data onto busy managers to whom it is even
less intelligible. Others will clairn that an office of institutional
research is mandated to provide data not advice. They might
also ask themselves if they are charged with providing pre-
cisely -data" or is the intent that they furnish "information"
there is a difference.

To be sure, this enlarged role of interpreting data and
suggesting new procedures will not always find immediate
favor with administrators. We need only look at the early histo-
ry of operations research to realize that a good measure of
salesmanship must accompany every proposed technique. We
cannot castigate administrators too much for their cautiousness,
for they are charged with mainfaining the existence of their
complex establishments% some of which are on very unstable
footing. They are not about to abandon methods which worked
in the past for new procedures unless the arguments are com-
pelling.

The remainder of this paper is given over .to a specific
example of the type of analysis which institutional researchers
are urged to pursue.

Introduction to the Problem
From a philosophicid point of view, the academic

departments are the university, Since faculty salaries are 85%
of a university's operating budget. the departments are also the
primary component from the fiscal standpoint. Thus ad-
ministrators should focus Lheir attention on the problem of
understanding the manner in which their departments are
functioning end any analytical tool which aids the understand-
ing deserves serious consideration. Anyone proposing to collect
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and analyze datirreflecting un academic departments houId he
aware that this is, at first, a very delicate situation. In nu,s1
universities the departrnent can still claim a large measure of
independence. Departments, nearly uniVeisally, regard data
concerning their instructional operations as their personal
property and its collection by dministrators is viewed as being
presumptive: however. as long s it is simply compiled and
filed, this act is looked upon as merely another ainusing activity
carried out by administrators. But, if there is the slightest in-
timation that the collected figures will be used to evaluate the
departments or allocate funds, then faculty concepn mounts ex-
ponentially. However, once it is explained that data will not be
used in such nonproductive pastimes as ranking departments
and that no simplistic allocation -formula" is to be api.' ,.(1, the
faculty will be cooperative. It is Hear to most people that the
current tight budgets require that far every department given
an increase in funds, there are other departments which mitst
stiffer a decrease. Most would prefer that decisions of gain or
loss be arrived at on the basi5 of criteria applied uniformly to
hard data rather than evolving frOm a round of highly subjec-
tive discussions and the interplay of personalities, During this
phase of educating the departments, an administrator must be
ready to explain how the data will be used. It is wise to resist
the temptation to avoid friction by playing down the role which
the data will assume in the decision process, for then the
faculty will immediately object to wasting their time supplying
data which has no real use.

Developing the Fundamental Equ tion
Assuming that this problem of winning faculty support

can be surmounted, let us now consider the analysis itself.
What we seek is a small set of data elements and a unifying
relationship which provide insight into the instructional opera-
tions of a department. Many would prefer a costing approach,
but if one first solves the problem of how to increase the effi-
ciency of each department, then the problem of minimizing cost
will have taken care of itself.

Considering the man measurable parameters of a
department such as contact hours, section size, credits, enroll-
ments, student credit hours, which _are the most critical? The
key requirement is that the primary measure of a riepartment's
efficiency must be beyond departmental control. Thus, we re-
ject many of the commonly Used measures in favor of the stu-
dent credit hour load per full-lime- faculty equivalent
(SCH/FrE).

The total SCHs produced by the department represent
its total instructional output. We may also look at this SCH total
as representing the flow of students through the department's

., courses and, thus, indicating .the input or demand for the
department's services. As long`as a department enrolls every
student who wishes to take y course, then the SCH figure can
represent demand as well as output. This is not always clear.
as evidenced by the fact that sometimes a department which
has a particularly low SCH output is told by the dean to im-
prove it. If the demand does not exist, nothing can be done.
unless the department is expected to conduct a sales campaign.

We now demonstrate how to gain an excellent picture
of the department by looking at three pieces of data: SCH/FTE
faculty. contact hours/FTE faculty, and weighted average class
size: It would be difficult to defend the value of any of these
data elements if considered individually, but when unifed by a
single relationship they are very enlightening. In any model,
the value of the whole far exceeds that of the sum of its parts.
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Before we slate the fund'imental relatiimship, the data elements
should he well defined:

= ,ction enrollment) X
ll sectams

Weighted average

all section

Ii it )

!ction mrollment) x (course credit)

all sections

Irse credit

We define FTEF as the number of full-time faculty equivalents_
Every institution has its own definition of who is considered
faculty and how to allocate instructional lime. Nothing is lost by
keeping the definition gt.neral. For convenience we shall let

K =

CoUrSe credit

all sections

contact hours
all sections

The unifying equation is:
SCHIFFEF K x (wt avg. section size) x (contact

hours/FTEF) (1)
From the above relationship we can readily discern a

fact of which every department chairman is intuitively aware.
By scheduling enough small sections and independent stydies a
department can establish a crushing teaching load or, in the
ease of an overstaffed department, create entufgh work for
everyone. Thus, i is clear that a department can create any
workload image and back it up with selected data. The use of
the preceding equation allows an administrator to see what is
really happening within a department as opposed to 'what ap-
pears to be happening.

An administrator who is faced lwith the problem of
allocating resources is nearly always seeking the irnswer to one
or both of the following questions:

1. Which departments are inappropriatelii staffed?
2. Which departments are using an inappropriate in-

structional model?

Equation (1) will not absolutely answer either quietion: its pri-
mary purpose is to narrow the field of feasible aftSwers; the
final decision will still be a matter of calling for judgment.

. Figure 1 concisely_ illustrates all the possible relative
magnitudes of the variables in the fundamental equation. The
exact significance of this figure will become clear after we have
considered a few of the cases in detail.

Analysis of Cases
Inappropriate Staffing. To discern the extreme cases of

under- and overstaffing only the key element SCH/FTE w I be



used. for, as was pointed out. the average section size and con-
tact hours/FIEF ratio can be adjusted up or down. Init

uvrEF value is heyond departmental control, being a func-
tion of demand. 'I'he first step consists of finding tluise depart-
ments with an extreme SCH/F1'EF value. This is not as
straightforward a prohlem ;IS it appears. Wi hin any university
it is possible to find two departments. one having four times as
large an SCI-11 F1'EF value as the inher. For example. a clinical
medical department may have 100 SCilirl'EF per semester
versus ever 400 for the mathematics department, and yet both
departments may be operating very efficiently. The reason for
this is that different disciplines may require different leaching
models. It is clear that the judgment as to what value is high or
low cannot Ix? based upon an ahsolute scale but imist also lake
into consideration the discipline. The easiest way to handlo this
is to partition the clepartments up into sets which should use
roughly the same instnictional model. Care must he taken not to
confuse similar disciplines with similar Models. e,g., a depart-
ment of art history using the lecture-recitation model should not
be in the same set as the studio art department. Thus the
nateral inclinution to group departments by college must be
resisted. for otherwise many mismatches will result. After the
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partitioning has taken place. the average SCH/VIEF can be
calculated for each set of departments. Departments with an
SCI I ratio differing a significant amount from the mean of its
partition set can then be selected tor further study.

Such an internal comparison of department outputs is
in genoral a workable procedure. I lowever, there is always the
chance that a set of overstaffed departments will he compared
with each other and judged to be properly staffed. This type of
problem can be overcome if data for comparison is obtained
from comparahle universities. Stn:h an exchange would not he
too difficult as only three data elements for ouch department
are needed and those data elements would generally Im avail-
able. It is possible that the SCH/FTEF ratio for the Disimy
Department at University A may differ from the,ratio for the
History Department at University B. but it is very unlikely that
University A's History SCH ratio will differ much from the

. average ratio of len history departments of poor institutionsal
least not for any valid reason. An administrator working with
peer institutional data stands on much firmer ground.

After the comparisons have heen carried out an(l a sot
of departments which have extreme SCH/FTEF ratios has
been obtifininl, we are ready to make staffing decisions.

Figure 1

DEPARTMENTAL VARIABLES-THEIR MAGNITUDE
AND THE MIEFHODS BY WHICH TO CHANGE THEM

high SCH/FTEF ratio K high 1-on

1(3)

iK.
satisfactory SC -TEF ratio

low Sch FTEF ratio_

Sca

Nery high (yery larv
high (large)
satisfactory
low (small)
very low (very small)

contact hours/FTEE) x (sati -factory average class size)
0) 4 vi.)

hours/FTEF) rge average class siz_
(2) I

ory contact hours/ To, x (very large average class size)

h contact I

0
11 _ F' EF) x (small average class Siz

/

isfactory contact hours/FTEP) x (satisfactory average class size)
(5l (0

h Irs/FTEF) x (large average_ class size)-(low con

_ry contact hou (very small av
(0

low contact hours/FTFF ) x(small average class size)
IL) 4 (I)

very low contact hours/FTEF) x,(sati factory average class size)

class size)

all relative to
average values used
for comparison

lethods to change Vat les

(I ) combine sections, decrease independent- study, and
offer courses wi h low demand less often

divide large cla ,es into smaller_sections

add more faculty

either decrease staff or, if the demand-exists,
enroll more students by using larger classes or
creating more sections



PATHOLOGY OF ACADEMIC DEPARTMENTS

Cosy I, Departments with a very low SC1 I/FTEF
We must he careful when using the output SCI 1/1i1,E1

hi gauge the input or demand. If all students interested in a
department's courses were enrolled, then the dematal wits
fully met and yet did not mmvide a high enough output per
(Madly member. This indicates an overstaffoll
Whether to decrease the staff or not is i matter of specifics. If
the department is large, perhaps having just been mill tip iii
the hist decade to !Illicit 1 surge of interest which has recently
declined. then trimming the staff back is prohahly the answer.
However, if the department is already small, then a further cut
migh retham it below what tumid be considered the -critical
mass- nmaissary for the interchange of ideas and resvarch. In
this casm.some thought tunst he given to the batik: philosophy of
the university. Many feel 111 universities are Me preservers of
knowledg charged with m IttaiTlimig a, nucleus of scholars in
every major iirea Of learning irregardless of the ehh and flow of
puhlic interest. Under such a phdosophy some departments.
vhich have little current demandmust hO riarried along as

.rhead.
II is possibte that a department will have a low

SCH/FTEF ratio am yet many students will be unable to enroll
in some selected courses due to overcrowding. This indicates
That the demand is not being mud even though the staff is large
enough to handle more students. The problem here is that too
many small sections are heing used or the faculty are carrying
too light an instructional load: a look at the average class size
and the contact hour/FFEF ratio INill reveal which it is. A pro-
testing department chairman should he required to present
very-specific reasons why his departinent should be permitted
to operate so far off the norm for similar departments at peer in-
stitutions. Figure 1 shows that the low SCH/FTEF ratio can be
forced back to a satisfactoly level by the measures discussed
above. Note that the figure does not contain the subjective
issues,

Case 2, Departments with very high SCH/F1'EF ratio.
Contrary 10 popular opinion, a high SCH/ FIEF ratio

docs not necessarily indicate an extremely effective depart-
ment. Such a ratio means that the faculty are teaching large sec-
tions or taking up a heavy instructional load. The former cmild
be a disservice to the stOdents and the latter to thy faculty: stu-
dent comments and the faculty research record would disclose
if such were 'the case. The addition of neW faculty membem
Walltd correct either problem.

The foregoing cases involved staffing problems which
were analyzed by using primarily the SCHIE-.7EF ratio. Now
we consider the cases where the SCH/FIEF ratio is satisfacto-
ry hut the deourtment is plagued by other problems, lust as
serious as under- or overstaffing, but harder to.detect,

Inappropriate Instructional Model,
Cosy 1, Department has average SCH/FTEF ratio, high
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contact hour/171TF ratio. and smtiill avemge
section,size.

This is it situation which commonly ociams when the
fitculty indulge themselves hy teaching courses in their particu-
lar specialty to small groups of interested students. Once this
'pattern is created, it appears to the faculty that they are heing
overworked and' that the obvious solution is to add more
faculty. An administrator who is unaware of the relationship of
the different variables and Who is provided only with the high
contact hour/FTEF figures will easily he convinced that an in-
crease in staff is called for. Hy this decision, inefficiency is
rewarded and it will not be long before many similar situations
will develop within taller departments. The correct move is to
insist that small sections of a given COUrsi! he combined and
that courses with very small enrollments he offered at less fre-
quent intervals. If independent study iirrangements are com-
mon, then some cutback in this area must be made.

Case 2, Department him an average SCI urrEF rano
hot a large average class size and low contact
hour ratio.

This is another common configuration. The appropriate
solution here, however, is More a matter of judgment and local
conditions, Studies have shown that there is no measurable out-
put which supports the claim that small lectie es are more con-
ducive to learning than large lectures. If this is axiomatically ac-
cepted then, as often suggested, any lecture with enrollment
lietwaien 30 and 200 must be considered inefficient, and we
would be inclined to encourage large classes. But, if there is
strong student feeling about the department's large classes and
depersonalized instruction. then the proper decision moy he to
create more sections with smaller enrollments and increase the
faculty contact hour load.

Increasing the Complexity of the Model
If tho data collectin system iS adaptable enough to pro-

vide a rather wide disoggregalkm of department data, the
three-variable fundamental equation ( 1) can he expanded into
a mom complex equation which gives a better basis for deci-
sion.

We now want to express a (II ![)ii rt Illt:nts SCI--1/1-71.E out-
put tis a function of:

r (Tedik
1 ) the rani; las. for undergraduate and

E contact
graduate study

(2) proportion of graduate'study
(3) proportion of unclergraduate study
(4) proportion of independent study
(5) undergraduate and graduate weighted average sin:-

lion size
(6) contact hours/FTE

The appropriate equation is:

SCH/FTE = contact hr/FTE) KIR; (IX wt. avg. section size)

D (GRAD wt. avg. ction size

(
)IKt STUDY contact hrs,

.tofal writact hrs.

s )

UG contact hrs.
+

total contact hrs.

GRAD contact

total contact hrs,



In using this model for internal comparisons of depart=
mints. we first group. lik, !oportments into discipline ciaego-
ries "l'he fact dial there wido tiriaiiii j/1 1110 V; 111M Whilth

SUMO Of [hunt! Viffialthui lake oneven within the Mani diN-
cipline categoryis to be taken into account osing this miw
model. It is felt that a department's values for variables (1) and
(2) are intrinsic to that department, whereas the other three
controllable variables NhOffill CLOSC (I) OW averages
established for Um department's discipline category.

Using a department's value for paranwhirs (1) inid (2)
and its discipline category's:average value! for (3), (4), aml (5).
the expected SCJI/FTE faculty output can he calculawd for a
department. This is calculated by using du: discipline category
ayerage data for the variables rnarked with an asterisk. If the
actual output fails to ivsich this mark, a reduction in staff may
he the Unhealed action. A look at the parameters should reveal
how a staff reduction could he accommodated (e.g.. increase
section size, reduce the arriout (If independent study, etc.). Con-
ersely, if lu n.ival oulput excieeds the cllculated value, this

Waren A. Simpson

would indicate a department which should possibly have an in-
crease in sluff. Tlwi analysis using equation (2) follows the
same pattern as the analysis using equation (1). `Me more com-
plex equation allinvs us to make allowances for certain
differences between departments,

Conclusion
'rho mix:citing exaMples demonstrate the Humbug of

numerical and subjective evidence mithid to arrive al a

reasonable decision. The analytical techniques ilre very simple,
requiring only a minimum if data and an umlerstanding of the
equations. Once all the departments have beep analyzed a few
limes iising the simple equatiim (1), other refinements will
have suggested themselves mid lu level of sophistication can
gradually he raised in the manner suggested by the more com-
plex equation (2).

_As a start, the Method is workable and heeds the motto.
-Nitta to be roughly right than precisely wrimg.
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OPTIMIZING FACULTY STAFFING DECISION
CONFLICTING CONDITIONS

Within the past several years, some postsecundary in-
stitutions. particularly small and private colleges, have been
forced to terminate both tenting! and non-tenured faculty mem-
bers. Declining enrollnwnts and increasing per-student cost
have forced these institutions to dismiss tenured faculty mem-
bers for economic reasons (financial exigency) rather than for
traditional reasons (insubordination. incompetency, and mural
turpitude). Meanwhile at other institutions, primarily large and
public universities. non-tenured faculty members have been
hired to develop new areas (nuclear medicine) arid revive old
ones (power plant engineering) so that these institutions can re-
main vital and can meet the changing needs rif society.

Criteria for recruiting and dismissing faculty members
must lake into account both the financial resources available to
each institution and the special need society has for educational
semices. Administrators and faculty members who mteil
satisfy these changing and often conflicting conditions need to
establish a dynamic priority system if postsecondary education
is to continue to meet society's needs.

The purpose of this paper is to provide an operational
definition of -financial exigency- as it relates to faculty expan-
sion. reduction, or reallocation among academic disciplines.

Changing and Conflicting Conditions
The existing faculty staffing models built during the

1960s reflect the conditions cif those years. Thal decade was
marked by an unprecedented growth not only in higher
education but in most spheres of the nation's economy, As a
result, individuals as well as social organizations were geared
to [mike short- and long-term plans based on the expectancy of
continuons growth. The stable conditions of the 1970s require a
reassessment of existing managerial tools which were devel-
oped for more affluent times.

Rapid postsecondary education enrollment growth.
prevalent in the 1900s. has virtually disappeared. Instead, most
colleges and universities are now struggling to .adjust to a
period of fow, stable, enrollment growth. While both enroll-
ment and income were growing rapidly, incremental funds
could be distributed with relative ease to deparinients and
schools that exhibited the most growth. Academic units were
able to hire new facuhy in areas where strength, support, or ex-
pansion was desirable and needed. These conditions favored
administrative flexibility. Stationary and even declining enroll-
ments have reduced this flexibility to such an extent that
-across=the-board- cuts have signaled a crisis of survival. Since
the flow of money has bet6me leanerAollars have lope taken
away froin areas with non-existent or ,declining growth to
maintain growing areas. As a conSequence the hiring of new
faculty has been curtailed in spite of changing pmgram needs
and institution vitality. The integrity of the institution has been
threatened because faculty salary budgets have been .insuffi-
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cient to mailitain basic manpuwcr in am - of inquiry within
disciplines.

ConceptUal Framework
The significance of this paper had its roots in the belief

that if faculty staffing decisions were made 16 satisfy institu-
tional personnel management objectives without considering
the integrity of a discipline, the internal structure of the dis-
cipline would be endangered. An illustration of this condition
is found in the following brief hypothetical situation which uses
a typical chemistry department. Chemistvy is a discipline in
which basic elements can be identified. These elemenls are
analytical chemistry, biological chemistry, inorganic chemistry,
organic chemistry, and physical chemistry. Each faculty mem-
ber within a typical chemistry department is identified with
one of these five elements. Furthermore, each element is essen-
tial in order to have a department of chemistry externally recog-
nized, Consequently, this department of chemistry must make
absolutely sure that each of these five critical elements is ade-
qua'ely staffed. If staffing is reduced below a certain level the
collige no longer has a recognized chemistry department and
the integrity of the college and ultimately of the institution is
called to question. To expand this premise, the structural ap-
proach can be paralleled with that of a chess game in which
pieces, of three different values are found. The descending
order of these pieces based upon .utility as a function of
freedom of movement are as follows: qUeen (key specialist).
rook (specialist). and pawn (graduate assistant). Faculty mem-
bers can he assigned a value lo the d:scipline using a similar
ranking system

1. Al least one key specialist is required for each ele-
ment of a discipline in order to maintain identity of
the discipline element.

2. A key specialist must he retained lo give identity lo
the element regardless of his leaching assignment,

3. The student course load capacity of a key specialist
is established in quantified terms,

4. Student enrollment, which is in excess of a key
specialist's Oudent course load capacity, generates a
demand for additiOnal specialists.

5. Secure positions must be filled by arid maintained
for key specialists

6. A specialist, whose position is secured by enroll-
ment. is secure to the extent that enrollment justifies
his position,

Nocedure
The test lo be performed in this . Indy was lo find out

how much effect a budget reduction would have On key
specialists if staffing decisions were made solely upon the basis
of institutional personnel management criteria. In order lo



assess this hist, two sets of criteria hai to he developed. Th
first series of criteria was tim:lusively rlated to institutional
personnel management policy dealing with selected faculty al-
b:dimes and peod(ielivity activities. The secnnd series consistml
of disciplinary criteria, that is. t special set of piquirements or
particularities of a discipline that wore established in order to
preserve the integrity of a discipline.

Data were colleclisl Inuit six selected dim:Ones at
Florida State University: Chemistry, English, History,
Mathematics, Philosophy, and Psychology. Those specn; dis-
ciplines were chosen for Iwo reasons: (a) 'they represented
ihree main hranclun of study, namely, the Humanities
(English, Philosophy), the Pure Sciences (Chemistry,
Mathetbatics), aml the Social Sciences (History. Psychology):
and (b) as long-established disciplimis, thMr: discipline ele-
ments were expected to he more evident.

The collected (hail wore categorized in three broad
areas: (a) personal information on inch faculty member's at-
tributes (salary, race, sex, tenure and rank status): (b)
FTE/SCH productivity of each faculty member (instruction,
research, public service, advnement, and administration): and
(c) data conducive to the development of disciplinary con-
straints (division of each discipline into its discipline elements,
ideotificalion of oach regular faculty member with one dis-
cipline element, and classification of each regular faolty mem-
ber as a key specialist or a speckling.

Data, related to faculty attributes were obtained either
from the Office of Institutional Planning and Budgeting at
Florida State University or from other semi-public documents'
which were published by the Florida State University or the
Slaw University System of Florida, but had a rather limited cir-
culation.

The prmluctivity area data wore also obtained from
various sources. Tho Registrar's Office provided the data per-
taining to the course numher(s) taught by each faculty member.
and die number of credits attached to each course along with
the number of students,mnrolled in them during the Fail
Quarter 1973, This information was sufficient to compute the
number of SCH's prodiused by each faculty member and
department, In order to transform those SCH's into productivity
coefficients, the productivity factors= used by the Florida Bitard
of Regents weie applied to each of the t,elected disciplicas for
the five productivity activities being recognized by the budget-
ing formula.

The third phase of the actual /lido collection consisted
of galhering information leading to the establishment of dis-
ciplinary constraints. The first step consisted of dividing each
discipline into its discipline elements. Based on the program
offerings exposed by each department in the Florida Stole
University Bulletin on the departmental reports productid in
1972 for the Florida Slate University self-study (1972). a provi-
sional division was attempted. In the second step each regular
faculty member was identified with one discipline element
within a specific discipline. A tentative classification was made
hy surveying for the last two years the course(s) was taught by
each regular faculiy member as listed in the Schedule of
Classes published overy quarter at the Florida Slate University,
and by examining the publication record] of each regular
faculty membor,_ when applicable. Finally, in the third slop,
each regular faculty member was assigned a rank within the
discipline ele,ment with which he was associated. To begin
with, this r.ank was, based on each regular faculty member's
publication record. The original purpose of this ranking repre-
sented a search to differentiate key Specialists from specialisks,

llielunger mul Johnson

For each of the three steps de.icribed above, there was a discus-
sion with each departnient chairmen in which he was asked to
verify the initial differentiations. In some cases, department
chairmen were centacted more than once to make sure that no
misunderstandings had occurred.

Once the collection of actual data was completed, the
data elements were incorporated into im integer linear
programming model. The criteria described briefly in the pro-
cedure section then became the constraints built into Ow model.
For each constraint, the left-hand-side of the equation repre-
sented the actual data collected on each faculty member or,
differently stated, the contribution of each faculty member to a
departmental standard figure set on the right-hand-side of the
equation. The standards went established either from Florida
State University policies (salary, tenure, rank), discipline par-
ticularities (race, sex, key specialists), or Bikini of Regents for-
mulas (productivity factors).

Finally, to shnulate a severe financial situalion in each
of 'he selected departments, a search was made for a uniform
budget reduction that would affeel al least one key specialist in
each discipline. This reduction was to take place in such it way
that the maximum number of faculty members would be re-
lained within certain established managerial,and disciplinary
constraints considered simultaneously.

Faculty Characteristic
The faculty attributes and average FIT: productivity

were compiled for each of the three faculty groups exhibited in
Table 1 which"-uses the chemistry faculty as a prototype.4 It can
be readily observed that the typical key specialist was a white
male holding tenure and a high professorial rank. His salary
fell well above the departmental and:university average faculty
compensalion.5 His average FIT productivity was generally
close to the 1.0 position, which was the expected standard.

Table l

CHARACTERISTICS OF KEY SPECIALISTS,
SPECIALISTS, AND GRADUATE ASSISTANTS IN THE

CHEMISTRY DEPARTMENT
smciatists

character im

Tent.re Status
1-tottrecl
Noolotured

Rank
f1ofessor (s)
Associate P
Assistant
Instructor

Pace
White
glad<

t.
Female

Average
Salary

Average FIE
Woductivity

Key Specialists

N. 10 N.- 26
No. % No.

Graduate
Assistants

N. 10
No.

10 100% 16 0
0 0% 10 10

0 1 M% 1 9 71%
NA NA NA NA NA NA

7 275 10 100%

NA NA NA NA NA NA

10 100% 26 1(1)% 110%

0 0% 20%

10 100% 25 96% 9%

0 01/4 1 4% 1

$27,550 $ 17.t25 %AO

1,1UFT 79FTE 1.60rIE

7-9



FACULTY STAFFING

The specialist's characteristics !re slightly diffe(ent
from those of the key specialists in several respects, !Nen
thinigh the specialist goal() was composed of More Hicks and
females, the ratio MIN still very low. Overall, 10 to 4 5% of the
specialists were tenured whereas approximately 5Crio of Mem
liad their status of full-rank professors or associate pmTessors.
The average salary of the specialist was about equal to- the
average -satiny across the six disciplines or to the averago
faculty salary of the respective department. Ills overage HT.
productivity resembled that of his key specialist colleague.

Finally, the graduate assistant group differed totally
from either of the two previous groom All were non-tenured
and had the instructor rank. In rnost instances, the ratios on
nice and sex were much higher. Their average salary was at
the very bottom of the scale, Ina their productivity rose well
above the expected standard.

Faculty Composition
The number of key specialists fluctuated widely from

one discipline element to anotherdepending upon the internal
structure and the need for depth in a padicular discipline ele-
ment. Generally speaking, the department chairmen who iden-
tified sub-discipline elements selected one key specialist to
cover each sub-discipline element. AcrOfis disciplines, the
number of key specialists accounted for approximately 25% of
the entire bamIty of each department. ,Thr,t second group of
faculty members was reforrod to as specialists. This group con-

, stinited the largest portion of .the facullyin each department .

that is, from 60 to 65% . As previously defined, the number of
specialists was expected to be directly dependenorpon the stu-
dent enrollment exceeding the key specialists student course
load capacity. Most specialists were closely identified with one
disciphne element, hut sitine of them were oVerlapping two or
more discipline elements. Finally, the graduate assistants

Discipline
lements

Faculty
Comvast

Key

Spedalists

N-- 10

Sped/lists
N 6

Graduate
Arssistants
N= 10

represented the last group of fatality members. For practical
purposes, gradi tam assistants were assigned temporary faculty
appointments. The prnnary nature of their assignment con-
sisted of leaching students enrolled in lower-level courses. ln
all departments they represented the smallest of the three
farnIty composition groups.

Budget Cut Simulation
The lowest imiform budget reduction that affected al

least one key specialist in each of the disciplines surveyed was
found to be 211% As the disciplinary constraints consisted of
key specialists to be protected, a first computer run was simu-
lated without making the disciplinary constraints effective.

fly looking al "rann, 2, the magnitude of the damage
done to the discipline and its discipline elements can lie readily
assessed. In the example of the chemistry department, affected
faculty members were all key specialists. Biological chemistry
and physical chemistry were left totally deprived of the key
specialists considered as, essential to protect and give leader-
ship to these elements.

When disciplinary constraints Were added to the in-
stitutional personnel management conStraints, specialists
became the ones whose positions bad to be terminated (Table
:1). Those specialists were affected fur much the same reason its
the key specialists: their salaries were Ian of proportion with
their productivity as measured by the budgeting fornmla (Table
4). The difference between these situations lay in the fact that
key specialists Were brought in lo play a role of identity and
leadership within a partieular discipline' element, whereas
specialists' positions were generat,A by student enrollment.
Consequently, in a situation where a department hail to optim-
ize its scarce resources within managerial and d isciplinary con-
straints, those faculty members who contributed the least to the
optimality obiectives were the most severely affected.

Table 2

DISTRIBUTION OF THE CHEMISTRY FACULTY AND IDENTIFICATION
pF FACULTY MEMBERS AFFECTED BY A 20% BUDGET cur,

WITHOUT DISCIPLINARY CONSTRAINTS

Analyffcal
Chemistry

Biological
Chemistry

Inorganic
Chemistry

Organic
Chemistry

Physkal
Chemistry

K*9

K*10

Faculty
Affected by
20% Budget

Cut

K*2

K*3

K4

K*6

K7

KB
5

511 514 S17 519 522 524 S27 S30 533 36Si2 St5 SIB 520 S23 S25 S28 Sit 534S13
S S21 S26 521 S32 S35

G37 G39 G41 _..43 G45
G38 G40 G42 644 G4t,

*Affected faculty member.
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Table 3

DISTRIBUTION OF THE CHEMISTRY FACULTY AND IDENTIFICATION
OF FACULTY MEMBERS 4FFEC I ED BY A 20% BUDGEE CUT,

WITH DISCII 'UNARY CONSTRAINTS

iscipline
lements

Faculty
CompoSition

Analytical
Chemistry

Biologkal
Chemistry

r Iolinson

Inorganic
Chemistry

Organic
Chemistry

Physical
Chemistry

Faculty
Affected by
20% Budget

Cut

Key

Specialists
N= 10

Specialists
N = 26

Ciaduate
Assistants
N= 10

512

Sil

Kt

K4

K5

K6

K7
K

-14 S 17

515 518

S 46

19

520
S21

524
-v

S*30- S.33 S36

S' n 534
S.12 S35

7

G37
G38

'Affected faculty member.

G39
G40

G41

G42

Summary and Conclusion
This study was an attempt to lest a concept based upoa

the belief that faculty staffing decisions made solely upon in-
stitutional personnel management criteria would -endanger the
vitality of the discipline.

After Solving an integer linear programming problem,
the findings of this study suggested that disciplinary criteria be
considered along with managerial criteria when faculty staffing
changes have to be made because of financial exigency. In ad-
dition to maintaining a baranCe on a number of very important
managerial criteria, it was obvious that the department chair-
man needed to.analyze carefully the discipline elements to be
covered and determine the number of key specialists needed in
order to avoid being lock-stepped in his decisions. Failure to
recognize this variable could lead either to irreparable damage
to the discipline or to management by crisis.

Implications
The first implication would be a plea for the additi

disciplinary constraints in existing formula-driven models and,'
futuristic Optimiiation models. This study arrived at the condlu-
sion that disciplines could he structured in recognized (Ijs:-
cipline elements with key specialists required to preserve arid I

give leadership to these -elements.
A second implication makes clear that tenured faculty

members arc not immune from dismissals in times Of financial
exigency. Those faculty members who are not essential to
preserve,the structural integrity of an academic disCipline and
whose salaries jeopardize the financial stability of a depart-
ment and its academic programs are potential victims of finan-
cial exigency.

The third implication suggested by the findings of this
study is that the seniority system cannot be applied to dismiss
faculty members if the discipline is to remain vital. This im-
plication is in contradiction with the usual scheme argued by
collective bargaining units.

The fourth implication recognizes the fact that a depart-

/ .

G43

G44
,

G45
G45

0

/
/ment can have only a limited number of faculty members

whose positions are mit dependent upon student enrollment.
Those Oositions are usually filled by faculty members whose
crederdials demand higher salaries. Therefore, departments
should' make appmpriate provisions to satisfy these require-
ment:I when they arise.

The final implication sumests that contractual agree-
men s between faculty members and institutions specify
whi.ther or not a faculty member is hired as a key specialist or
as i specialist. Both parties woukl know to what extent tenure
an I continuing employment are expected.

Table 4

SELECTED CHARACTERISTICS OF CHEMISTRY
FACULTY

EMBERS AFFECTED BY THE 20% BUDGET Cur

Characteristic* Without
Disciplinary
Constraints

With
Disciplinary
Constraints

Classification

Average
Salary
Average FTE
Productivity

Key Specialists
(N 5)

.$30,970

.21FTE

Specialists
(N=7)
$23,000

.43FTE

* Tenure status, rank, soy a II' r:Ir:e
because, under bor.'
hers were all terx-
males, and whites.

ere left out of the table
ffected faculty mem-

o, -r associate professors,
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7

II-or ea moles ol these do r lent 31 Institutional Planning arid Budgeting
( 7,1) anti flit 1973-74 Opc,rating Budg (197

,The go id uctivity facRirs specific to acli discipline can be obtained ifOm I he audit:Ks or the Florida Board cr1 Regents.

IPuhlications are listed in Graduate Research Office of the Florida State University (1971, 1974).

'Findings obtained from the WV other departments are available trom tht authors.

5The avO'agt faculty compen ion across the' six departments was 515,250 hereaS the depart mental average for the chemistry depar
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ST6DENT RATINGSAN INFORMATION SOURCE FOR DECISION-MAKING

In a time when higher education institutions face
steady or declining tinrollments and faculty size, must be ac-
countable to the public, and must comply with equal oppor-
tunity and affirmative action regulations, eviduation of faculty
teaching performance becomes increasingly important. Indeed,
a 1971 court decision, Griggs v. Duke Power Company (401
U.S. 424). held that the employer must show ihat any require-
ment for employment and promotion must have a demonstrated
relationship to the employment. By implication such a decision
would require that colleges demonstrate that they use
meaningful, concrete, nondiscriminatory (with respect to sex or
race) procedures or instruments to evaluate teaching perfor-

,
mance.

One of the major problems faced when one attempts to
measure teaching performance is the lack of any general agree-
ment on specific traits or behavior patterns which a teacher
must have in order lb be effective. This is not difficult to under-
stand when one considers that teaching occurs in an environ-
ment where the type of instruction, personal characteristics of
the instructor, personal chanicteristics of the students, subject
matter, and size of class all interact.

_Institutions of higkier education have been concerned
with measuring effective teaching and have used stadent rat-
ings of traits or behaviors presumed to be important in effective
teaching as one means of such evaluation since the 1920s.
Thousands of articles have been devoted to student ratings, yet-
during this time period little attention has been devoted to
determining whether such ratings meet any criteria which
would make them valuable in the decision-making process for
retention, promotion or tenure, or whether such ratings meet
any of the implications posed by affirmative action and equal
opportunity regulations. Additionally. if student ratings are col-
lected and made available to faculty mernher3 or administra-
tors, the chances are gmat that such ratings will he used in
evaluating teaching.

The present study examines thc use of student ratings
in administrative decision-making by testing whether such rat-
ings meet the Jollowing criteria.

1. The rating form should have a set of interrelated
iternS which presumably measure teaching performance and
which remain stable over time.'This is a test for the reliability
of the instrument and the stability of students' perceptions.of
important aspects of teaching skill. This is important because
administrative decisions are based- on performance over time.

2. Ratings given by students must distinguish between
instructors. Ideally, such ratings should distinguish between
each instructor, but realistically they must at least distinguish
between those who are outstanding and those who are poor,
This is important at Indiana University becauSe faculty mem-.
bers must be judged outstanding in one areateaching,
research, or servic.eand adequate in the other two areas. If

Doris Bartell 'Minim UniverNify

teaching is used us the criterion for promotion, the faculty
member must be judged outstanding.

z 3. Ratings given to an instructor by students in the
same class should be reasonably consistint i c the students'
within a given class should perceive the bohavior of an instruc-
tor in a reasonably consistent manner. This iS a measure of the
reliability of the judges.

4. Extraneous variables over which the instructor has
little control should not bias the ratings the instructor receives.
Such variahles include the size and level of the class and such
Student characteristics as the reason the student enrolled, grade
point _average. expected grade. major, and class standing. Addi-,
tionally the grading practices of the instructor should not bias-
the ratiags the instructor receives.

To determine whether ratings in Ole Department of
Political Science at Indiana University. Bloomington campus,
'met these criteria, 10,145 ratings obtained in 207 classeszt the
100, 200, and 300 level taught by 61 instructors during- the
period from the fall semester of 1970-71 through the fall
semester of 1973-1974 were-analyzed. Classes at the 400 level
were eliminated since these Courses are all seminars rather
ffian,,lecture-discussion type classes.

Facto; Stability Over Time
Fifteen items from the instrument were used for a prin-

cipal components factor analysis with orthogonal rotation to
determine whether there was a set of interrelated, items which
indicated important aspects df skill as perceivdd by-Students.
The results of this analysis revealed four factors in six
semesters and three fiictors in ()tic semester. The first fiicter
was named skill and reflbcted the instructor's attitude toward
the subject, the instructor's ability to ei.plain, his speaking
ability. whether students wished to take another course-from
the instructorand the overall rating of the instructor, Addi-
lionalll'in four semesters this factor also contained the items
rating-the organization orthe course and the organization bf the
daily course work. A semnd factor was named rapport and
contained iierns concerning the instructor's attitude toward ste-
dents': his tolerance of disgureement and the opportunity for
questions and ansWers. The third factor was named structure
and in four semesters contained items relating to the organiza-
tion of the course as well as items relating to helpfulness Of ex-
aminatieas with respect to furthering ündorstanding of the sub-
ject. The fourth factor wits tinparried-but was somewhat related
to the course structure as wr.11.'

The fdclor structure was l'asted for similarity ever time,
using Kaiser's method- (Veldman, 1967, pp. 236 -241), and all'
factors were found to.he very.Similar across the-set of seven
semesters. The only exception to this was that the relationship
of the skill factor fur the first six semesters to,the skill facior for
the seventh semester was Much weaker. During the seventh
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semester the items dealing with organization were a far more
important aspect of skill than was true in earlier semesters.
Data from spring semester 1973-74 was subsequently analyzed
in the same manner and indicated a strong similarity to the first
six semesters.

The factors found on the instrument used by the Politi-
cal Science Department were very similar to those reported for
other instruments evaluating teaching. Analyzing the Purdue
fluting Scale for Instructom Creager (1950) reported two fac-
tors, rapport and professional impression. Bendig (1954) found
two factors, instructor competence and instructor empathy, in
his analysis of the Purdue instrument. Coffman (1954)
analyzed the Oklahoma Agricultural and Mechanical Univer.
sily scale and found four factors: empathy. organization. ''nor-
mar individual as opposed to -absent minded professor,- and
verbal fluency. Isaacson, MeKeachle, Milholland, et ci. (1964)
found 6 factors in a 46-item form: skill, overload, structure,
feedback, group interaction, and sludent-teacher rapport.
Isaacson's was the only one which compared factor stability
across semesters, students, and instructors.

The importance of factor :tability across semesters, stu-
dents, and instructors is' that students' perceptions of important
dimensions of teaching performance remain stable over a fOur-
year lime period. For decision-making using student ratings,
this stability is significant because it means that the ratings are
comparable from year to year.

One item which most administrators and faculty mem-
bers feel is an important aspect of leaching skill, the ability to
motivate students, was not perceived by students to be an im-
portant aspect of teaching skill. This result may have occurred
because the item asked whether students were stimulated to do
work beyond that required by the course which is not a charac-
teristic exhibited by very many students. If the question asked
whether the lectures dr class materials and presentations were
stimulating and challenging, the motivation aspect might have
been reflected as a measure of skill,

Internal Consistency of the Instrument
The instrument was also tested for reliability by means

of correlating responses lo odd-numbered questions to
reSponses for ieven-numbered questions using the len ilemS
which were shown to be important by means of the factor stu-
dents and instructors' analysis. These correlations were cor-
rected by the Spearman Brown formula to give the reliability
coefficients which ranged from .86 to .90 over the 7 semesters.
These coefficients compare very favorably to the .88 coefficient
reported by Lovell and Hailer (1955) and the .93 coefficient
reported by Spencer and Aleomoni (1970),

From this analysis one can conclude that the instrument
is a reliable one and that the students' perceptions of dimen-
sions of leaching effectiveness remain stable over lime. Thus,
the ratings obtained by the students meet the first criterion pro-
posed.

Discrimination between Instructors
The instrument was further analyzed lo determine

whether each item discriminated between those instructors
rec., iving ratings in the top and bottom quarter of ratings for
each semester. This analysis indicated that_all hut two items,
the coverage of an appropriate amount df material and the rela-
tionship of lecture and instructional materials to examinations,
did discriminate between ratings in the top and bottom quar-
tiles.
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In order to be useful for decision-making ratings must

distinguish between instructors. To determine whether the rat-
ings met this criterion, a standardized scale score was com-
puted using the seven items which loaded highly on the skill
factor. The intraclass correlation coefficient, R. a measure of
the hornognneity of ratings within classes in relation ' the
homogeneity of all ratings was computed for each semester.
While R was statistically significant fur all 7 semesters, the
range of R was .17 to .32 which meant thal scores could be
assigned to a specific class with only a 17% lo 32% chance of a
correct assignment. Thus. the ratings did nol distinguish be-
tween each class.

A second analysis was performed. based on the
assumption that those obtaining scores in the top quarter could
be classified as outstanding and those in the bottom quarter as
unsatisfactory, with the remainder of the ratings being con-
sidered satisfactory. Those receiving ratings in the top quarter
comprised one group and those receiving ratings in the bottom
quarter comprised the sccond group. In this analysis the R was
much higher in 6 of the 7 semesters, ranging from .43 to .58, in-
dicating that there is a sharper distinction made between these
2 groups than among each and every class. Thus, the student
ratings would appear to be useful in distinguishing in a broad
sense between those instructors who are outstanding and those
instructors whose performance is poor.

Classroom Consistency
The third criterion proposed that student ratings within

a given class should be fairly consistent in their ratings of the
instructor. While the intraclass correlation coefficient has al-
ready given an indication that ratings within a class were
homogeneous. another analysis was performed. Each class was
randomly divided in half and the mean score on the len items
on the three faders was computed for each half of the class and
then these mean iatings were correlated. In 'only 20 classes
were the correlations nol significant at the .05 level. In these
clanes_there were less than 20 students prot!iding ratings._
There were, ?wwe.stv,r, 33 classes with less tLan 20 raters which
did have high correlations. nm chances, though, are greater
that ratings obtained from 20 or more raters.will be more con-
sistent (reliable) than ratings obtained from less than 2i) stu-
dents,

Influ nce of Extraneous Variables on Rutings
The fourth criterion proposed fur the use of student rat-

ings is that such ratings be fair and unbiased hy student charac-
teristics, environmental charaCteristics, or grading charac-
teristics of the instructor. Costin, Greenough and Menges
(1971) reviewed much of the research in this area, the results of
which are very mixed. Many of the reservations expressed by
faculty members regarding the use of student ratings for deci-
sion-making relate to the issue uf large classes, 100 level in-
troductory classes, the student's expected grade, and the
grades the instructor gave to the class. Each of these variables
was examined individually by means of a one-way analysis of
variance, and then all-the v.iliables were examined together by
means of a two-stage multiple regression analysis.

Class size. To examine the impact of size, classes were
split into 5 size categories using intervals of 50. When sae was
examined, it was found that large classes per se did not lead to
detrimental ratings since in 3 semesters the hest group means
were in claoses enrolling 101-150 and over 200 students
received the best group mean.

Using the multiple regression analysis. the major find-
,



ing was that class size generally resullts1 in a negative regres-
sion coefficient (indicating that class size was inversely related
to the instructo;.'s rating) regardless of whether the class size
was small (0-5(1 students) or hirge (over 100). both of which
resulted in 4 negative coefficients. On the oiher hand, only 4
signifimint positive cmfficients were foundonco for classes
enrolling 51-100 students. twice for classes enrolling 101-150,
and once for classes enrolling 151-200. One most conclude that
class sin has some impact on ratings, btu the results indicate
no clear relationship between class size and instructor rating.

Class level. Tlw classes wore also examined on the
basis of the level of the class and. while the 300 level classes
received the best group mean in three semsters, classes ill the
IOU iind 200 level each received the best gnaw mean in two
semesters. While there may he a slight advantage to leaching al
the 300 level, there is apparently no great disadvantage to
leaching al the 100 level. If a department has a policy whereby
all instructors teach at all levels over the course of several
years, there would probably he little hias in the! ratings as a
result of the level of the class.

With respect to class level. 100 level classes'resulted in
no significant coefficients and 200 level classes had 1 positive
and 1 negative regmssion coefficien'. The interaction between
level and size presented very mixed results with no (Attu pat-
tern of relationships between class size and class level. Size
variables appear to be more important than level variables and,
when size variables are significant, they are likely to affect rat-
ings adversely whether the classes are small or law. In any
event, size, level, or the interaction between them, accounts for
a very sMall ammint of variance and thus does nut appear to
bias the ratings seriously.

The student -characteristics examined were the reason
the student enrolled in the class.'the student's attitude toward
the class, grade point average, grade being earned in the class,
class standing, and major_

Reason enrolled. Students who wanted to- take the
course from the instructor always gave (he instructor ,a better

--rating,- but the proportion of students in this group is small,
ranging from 1.5% to 4.6% of all students. On the other hand,
students who enrolled because they needed credits or the
course was the only one open al registration consistently rated
instructors lower. Again, the percentage of students in these 2
categories is small, ranging from 6.0-9.7. Since there is always
more than one course open at registration and since students
may usually take any number of courses to obtain needed cred-
irs, /hese masons may reflect the fact that the course selected is
at a time which fits into the student's schedule, or it meets some
type of requirement. A significant weber of students indicate
that the reason they are taking the course is because it is a re-
quirement, and this results in lower ratings. However, sim:e
the Department has no requirements at the 100, 200. or 300
level, presumably students were meeting some type of college
or distributional requirement.

Attitude. There is a direct linear relationship between
the student's altitude toward the subject matter of the course
and the instructor's rating. Enthusiastic students rate instruc-
tors highest and students who are not interested rate instructors
lowest.

Class standing. In four of seven semesters class stand-
.

ing had no impact on ratings. In those semesters where ratings
were affected, graduate students always rated instructors high-
er than undergraduates. There was no clear trend on the pad of
undergraduates. Graduate students also comprise a small per-
centage of students enrolled in undergraduate level courses,

Doris Burton

ranging from 1.32% to 4.51% however, they are concentrated
in 300 level classes.

Grade point average. In only one semester was there a
difference in ratings on the basis of the student's grade point
average. In this instance students with a 3.5-4.0 grade point
average_ rated instructors significantly higher thim students
with a 2.5-2.99 grade point average. Grade point average
clearly' is not important.

Grade being earned in the course. In six mimes e
there was no difference in ratings as a result of the grade the
student was currently earning in the course. In one semester
students expecting a D gave instructors lower ratings, Again, it
appears that the grade-being earned does not affect the ratings
appreci:th ly.

Major. In three semesters the student's major !lad no
impact on the instructor's rating. In three semesters political
science majors gave instrwors hipher ratings, and in one
semester education majors gave instructors the highest ratings.
There is some evidence then that political science mnjors have
a tendency to give instructors a higher rating.

Using multiple regression analysis for the student
characteristics reviialed that the reason the student enrolled
was impor.ant only in the spring of 1971, accounting for 1.74%
of the variance. Student's class standing was important in both
semesters of 1971-72 accounting for 1.10 and 3.15% of the
variance respectively. The student's grade point average was
significant in the fall of 1971 accounting for 1A3% of the
variance. Grade currently being earned was significant in three
semesters, but accounted for only 0.95, 0.37 and 0,62% of the
variance.

The student characteristic of overwhelming signifi-
cance is the student's altitude toward the subject matter of the
course accounting -for 6.29% to 13.18% of the variance. The
total amount of variance accounted for by all the student
characteristics over 7 semesters ranged from 8 3% to 1508% .

II is easy to see that student attitude is the one characteristic
which has a significant impact on the ratings. However, one
can argue that this is not a characteristic which should he con-
siderei as beyond the control of the instructor: and, th-Js, this
shiuld not be considered as a biasing student characteristic.

The Iwo-stage multiple regression was deny because
there is an interaction between the student characteristics and
the class size and level variables. There are more froshmen in
100 level courses, more graduate students and political science
majors in 300 level courses, and grade peint averages rise as
class standing rises. For this analysis the student characteristics
were entered first, and thus the same characteristics remain
important, hut the impact of class size and level is lessened by
entering these variables second. For instance, there were 26
cases where size and level variAles were important when
khese were the only variables being considered. When student
characluistics are also considered, 18 size and level variables
remain star/Mica% significant. but only 5 of these 18 account
for 3% or more or the vmkance in the instructor ratings. The

nd level variables show a nudcirn pallern with no one
sizv' or level or interaction of size and lovel being consistently
iMporlant. The total amount of variance acciurn!e4 (or by all the
class size and level variables and the student chard0,yristics
ranges from 16.19% to 26.9% .

The Impact of class grade on the ratings. To examine
the impact of the grades the instructor gave on the ratings, the
mean class grade was computed for each class. Then the rat-
ings from classes receiving grades in the top 25% of grades and
those for the bottom 25% of the grades were compared..In four
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semesters there wer no iliffert nces in the average ratings stu-
dents gave to instructors in these two groups. In another Iwo
semesters instructors giving lower grades received higher rat-
ings and in only one semester did instructors giving higher
grades receive higher ratings. Thus the grading leniency of thc
instructor appears to have little impact on the ratings.

From the analyses of the student characteristics and the
class size anti level characteristics, it is clear that the only varia-
ble which has a gmat impact on the rating the instructor
receives is that of the student's altitude toward the subject mat-
ter. This is certainly not a characteristic over which the instruc-
tor has no control, and therefore one can conclude that the stu-
(lint ratings obtained in the Political Science Department are

free from consistent bias. Occasionally there are instances
where n given variable has some impact. but the impact of any
single variable is very hilly.

One c,tincludes that the student ratings in this study do
provide a valuable source of infOrmation to be used in decision-
making. The ratings meet the proposed criteria with varying
amounts of success. However, such ratings gathered on a coii-
isttrn isisis over an extended time period do provide a means

for reliably determining how effective students perceive a
given instructor to he. This is not to argue that student ratings
should be the only measure of leaching effectiveness, hut they
certainly can be part of the information considered in making
decisions on ritention, promotion, and tenure.
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TENURE AND PROMOTION: A COMPARATIVE SIMULATION

The impetus for this study can best be explained by th
following statement:

The Cernmission recommends that each institution de-
velop policies relating to the proportion of tenured and non-
tenured faculty that will be compatible with the composition of
its present staff, its resources and projected enrollment, and its
future objectives. In the Commission's nearly unanimous judg-
ment, it will probably be dangerous for most institutions if
tenured faculty constitute more than one half to two thirds of
the total full-time faculty during the decade ahead. The institu-
tion's policy in this matter, which should be flexible enough to
allow for necessary variation among subordinate units, should
be used as a guide in recruitment, reappointment, and the
award of tenure. (Commission on Academic Tenure in Higher
Education, 1973, pp. 50-51):

.

\ Tenure has become a controversial issue at many col-
legeS,, and universities. Many have modified present tenure
systeras: others have abolished tenure completely, (See The
Chronicle, July 2, 1973). However, since tenure systems of one
kind or, another are in existence at most colleges and will. ap-
parently, continue to exist despite the current debate, it is of in-
terest to investigate the long range consequences of various
policies for the granting of tenure and promotion. A principal
concern of many administrators is that continuation of their
present policy may result in a faculty which is almost all
tenured and which contains a large percentage of senior per-
sons. They object to this because it would severely limit the ad-
dition of new, younger, more innovative, "up-to-date" faculty.

The results of a simulation of Narious promotion and
tenure policies at the undergraduate college at Willamette
University (approximately 1200 students and 05 full.time
faculty) are reported in this paper. The output of the model is a,
profile of the full-time faculty in terms of tenure rank age sex .

and percentage with the doctorate. The main findings of this
study show that in order to maintain a faculty that is less than
two-thirds tenured, a 50% tenure policy must be implemented.
Moreover, one must remain at the rank of instructor, assistant,
and associate on the average of five, eight, and nine years,
respeLtively.

Approach and Data
The input to the simulation model is a data deck con-

taining each faculty member by departinent seniority rank,
age, tenure, degree, and sex. The policy variables that may be
changed in the model are:

Tenure Policy
1) number of years in system before eligible for tenure
2) percentage of those eligible to receive tenure
Promotion Policy
1) number of years seniority before eligible for assis-

tant, associate, or full professor

john Goveio, Willumette Univershy

2) other requirements for promotion such as doctorate
The basic model can best be depicted in a flowchart on the
following page.

Assumptions
The model makes certain assumptions about the faculty

body. These assumptions do not vary from simulation to
simulation. The assumptions may be changed in future runs,
but if was felt that the following are fairly realistic although
simplified at times.

The model assumes:
) Faculty size is stable.

2) A faculty member must have a certain number of
years of experience to be promoted.

3) The rank of full professor may not be obtained with-
out the doctorate or equivalent.
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TENURE AND PROMOTION

4) A fixed percentage of faculty receive tenure,
5) Rellired and ditnissed members are replaced by

50% female members,
6) The model is crmrsive in form. Slate two cannot be

generated until state one is computal.

Salaries
Part of the output generated by the model is a simula-

tion of sLlaries. The median salary by rank was used in order to
determine total wages Another figure computed was total
average compensation (includes fringe benefits). A 5% . per
year salary increment was wanted to all faculty. By inspecting
this portion of the output one may determine the dollar impact
various decisions have on the university budget.

The model assumes that when one is promoted one
receives the average compensation of that rank, This may have
the effect of overstating the total compensation. However,
employing this technique has the advantage of maintainingcon-
sistency and making the models comparable on a dollar basis.

Table 1

Percent Tenured
Tenure
Policy 1973 1976 1980 1983 Replacement Policy
90% 51 7 70 5 87 0 82 3 Assistant

Age 30
80% 51.7 65.8 84.7 81 1 Or

70% 51.7 61 I 77 6 78 8 Promo '- n Policy

60% 51 7 62 3 75 2 72.9 1n9: 5 years
Asst. 7 yurs

50% ;1.7 660 72.9 ta 4 Msoc. 8 years

Percent Tenured
Tenure
Policy 1973 1976 1980 1983 Replacement Policy
9(3% 51.7 71.7 90.5 84 7 Ire4ructor

Age 28
80% 51.7 67.0 870 82. Nom Dr.

70% 5 (.7 69.4 81.1 77 fi Prom:Mon Policy

60% 517 63 5 81.1 '78 8 Inst. 5 years
Ast B years

50% 51 7 60.0 67.0 658 A.s93c. 9 years

Percent Tenured
Tenur
Policy 1973 1976 1980 1983 Replacement Policy

51 7 69 4 89 4 85 5 Assistant
Age 10

51.7 68 2 87.0 83 5 Dr

70% 51.7 67 0 82.3 80 0 Promotion Policy

60% 51.7 61.1 74,1 75 2 Inst. 5 years
As9. B years

50% 51,7 62,3 705 65 8 Assoc. 9 years

Thanks 108.5. Hall, Chairman MdllwrmThcs Diparimeni,
Wilamelte University.

Outcome
Table I summarizes thv tiitcome of three simulationS

run over a period of ten years. II shows the implications (If
vari,,us tenure policies. Table 2 shows what impact tenure has
on committed dollars.

A Simple Murkov Chain) In this model there are three stales.
11 is the hiring pool, NT is the non-lenured faculty, and T is the
tenured faculty.

Figure 2

The diagram shows arrows only for those probabilities which
will be chosen non-zero in the discussion which follows. Note
P1 denotes the probability of becoming tenured, P2 denotes the
probability of returning to the hiring pool (resigning or dying),
and P denotes the probability of not becoming tenured.

Table 2

A Hypothetical Example of
Positions Versus Dollars*

N
Tenured
Faculty

Percent of Total
Faculty with Tenure

Professors 25 25 25

Asst Frots 25 22 22

Ass Profs 25 8

IflirUClor s 25 0 0

00 55 55

FTE Dollars

Terarred
Faculty

Percent of Total
Faculty with Tenure

Professori 5 550,000 550.000

Assoc. Profs. 4500)0 396,15)0 24.80

Ass"' Profs. 3753/00 120.151J 7 27

Instructors 275,0(13

$1,650.000 ¶ 10 64.60

AlthouBh 55% of the faculty are tenured, 64.6% of the dollars are committe4

'Thanks to Dr. Thomas M. Freeman, .A,,ssociate Director of Institutional Research,
Michigan State UnwerSOy.



to
Exprtssed in matrix form the aiJove model corresponds

0
NT [
T P2

NT
1

P1
1-P2

The equilibrium v cinr fur this model is (Kemeny & Snell,
1960):

1

+ P3 P2 P2' P11
P1 + P2 (P! P3)P1

This correspond, to

T: Fraction iIly Tenur
P-1

+ P2
P2NT: Fraction of Faculty Not Tenure( =

(P1+ P3)P2H: Hiring as a Fraction of Faculty
+ P2

if we assume that the unit of time is the probationary period for
tenure. we can assume that P = 1-P1. We can then assign
values to P2 (the probability of tenured faculty turning over)
and investigate the affects of changes in PI (the probability of
attaining tenure) upon the value of a (the equilibrium state of
the model).

If we imagine that the unit of time is 7 years and that
the total faculty lifetime is 35 years, then the value of P2 1/3
seems reasonable. We can now choose values of P, and com-
pute values of T and NT,

NT
.3 .47 .53
.4 .55 .45
.5 .60 .40

.64

John Goveig

.36
.7 .68 .32
.13 .70 .30
.9 .73 .27

1.0 .75 .25

Note the values of the 50% tenure policy and the 100% policy.
this may come as a surprise to some administrators.

If P2 is chosen equal to 4/15 with the thought that the
unit of time is 6 years in the probationary period and the total
length of time in the system is 36 years, the following can be ex-
pected.

NT
.3 .53 .47
.4 .60 .40

, 5 .65 .35
.6 .69 .3
.7 .72 ,Z8
.8 .75 .25
.9 .77 .23

1.0 ,79 .21

Notice the implicit assumption that non-tenured faculty is ab-
solutely loyal and immortal, not overly presumptuous in lodays
job market.

Readers are encouraged lo use the findings developed
in this paper on their own campus.

Summary
The Monte Carlo method was applied to the_actual data

,of a small liberal arts university. The Markel/ Chain model ar-
rived at ils results independent of size of stage of development
of the faculty. Both methods arrived at remarkably similar
results. If one is going to pursue traditional promotion and
tenure policy and keep faculty size fixed, it is imperativo that a
50% tenure policy be implemented if one is to remain under
the 2/3 tenure mark, However, if one does not object to sur-
passing the 3/4 mark in the long run a 100% tenure policy
would achieve the 3/4 goal.

Commission. on Academic Tenure. Faculty Tenure. San Francisco: Jossey-Bass, 1973, pp. 50-51.
Kerneny , & Snell, I. L., Finite Markov Chains. New York Van Nostrand, 1960, Chapter 4.
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FACULTY DEVELOPMENT: AN INSTITUTIONAL PARADOX

Quality education is the key concept in higher educa-
tion today. How to maintain and improve quality education
under changing conditions and new stresses is a major issue
confronting colleges and universities. Colleges and universities
must see that their programs and faculties keep pace with the
rapidly growing stream of knowledge. Wise decisions must he
made about goals and their accomplishments. To make wise
decisions, faculty as well as administrators should keep abreast
of current trends and ideas. To he of the greatest service in im-
proving higher education, planning must he considered. To
plan well requires a comprehensive overview of the confront-
ing issues.

A crucial issue confronting developing institutions has
been the relative narrowness of their course offerings and an
upgrading of their administrative and teaching staff. McGrath
(1965) pointed out the need for predominantly_ black college
faculty members to keep their teaching in touch with now
knowIRIge being produced in their disciplines. A serious
weakness of these colleges was an inability to reward their
faculty members with leave of absenc.e to further their studies
through degree-granting programs. The financing of such a
program would place an inordinate burden on the colleges:
hence faculty members of predominantly black colleges had
30% of their faculty with the Ph.D. degree compared to 50% in
the nation as a whole.

The enactment of Title III Higher Education Act of
1965 was a direct response to the issue of faculty development.
The act provided for National Teaching Fellows and Professors
Emeriti to go into developing institutions and release the per-
manent staff fOr advanced graduate study. Hodgkinson (1974)
indicated that the National Teaching Fellows' Program was
rated as one of the most successful programs by the developing
insttutwns. Further, more faculty members at developing in-
stitutions now have obtained their doctorate degree, par-
ticularly at black institutions, than ever before. Other social and
legal pressures for compliance to the Civil Rights Act of 1964
have caused a number of predominantly white institutions to
recruit black graduate studenis for their faculties. Other black
graduate students have been attached to private industry, while
others return to their sending institutions.

Purpose
The purpose of this study is to ascertain a reason why

faculty members of developing institutions returned or did not
return to their sending instite!iens afIai leceiving a faculty de-
veiopment grant. Developing institutions are those which are
struggling for survival and are isolated from the main currents
of academic life. Faculty Development Grants were given to the
institutional participants for one year and renewable at the end
of the year until completion of the terminal deme. Grants wore
given in the amount from one-fourth salary to total salary.
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Faculty Development programs existed at 34 predominantly
black instituthms. These institutions work in cooperative ar-
rangements through the institutional research program.

Statement of the Problem
Faculty development may he assessed by several cri-

teria, one of which is the completion of a degree program;
another is return to the sending institution. Of primary ,-oric,-",e
to developing institutions are reasons why some faculty mem-
bers return or do not return to their jobs and what things tend to
facilitate the return.-The problem for this atudy is to identify
factors regarding returning 3nd not returning to one's previous
employment after receiving a faculty development grant.

Limitations of the Study
The study is limited to public and private, two-year and

four-year colleges who have received -Faculty Development
Grants under Title III for the purpose of upgrading education
credentials of permanent staff. It is recognized that those non-
retu rning faculty members who took positions in private indus-
try or predominantly white colleges may be more difficult to ob-
tain responses front hence bias the sample, However, a high
percentage of the faculty members receiving Faculty Develop-
ment Grants do return to their sending institutions. Therefore,
these results may be restricted to similar programs at other
developing !nstitutions.

Review of Literature
A real need exists today for a thorough well-rounded

educational program. Predominantly black colleges are faced
with the difficult task of reorganizing and strengthening their
academic programs. In addition, improvement plans must be
consistent with their goats and mission for existence, Accord-
ing to Shea (1974), there is now nearly universal agreement
that we are in the middle of a pew educational revolution,
which may surpass in importance the industrial and political
revolutions that preceded it. This revolution, in America
especially, has been based upon the opening up of higher
education to larger and larger numbers of people, McGrath
(1965) looked at black colleges and recommended that black
colleges take several steps in the immediate future if they are to
compete satisfactorily with other institutions in tho academic
market place. He also states that in extending the boundaries of
knowledge, all the predominantly black colleges i-ieea faculty
members able and eager ta keep their teaching in touch with
the new knowledge being produced in their respective dis-
ciplines. Because of this black colleges need to raise their
faculty salaries and to enhance the other perquisites of
academic life if they are to be able to recruit and retrain
teachers.

Although there are certain factors basic to each college,



there are lso peculiarities unique among them. Socto
economic status of students. the composition of the faculty,
location_ of the college, and purposes of the institution are but a
few. Therefore, each college should evaluate its own program
periodically to see if it is keeping pace with current changeF
and demands so frequently made upon its students. Epps
(1974) states that the major constituent of any collegia:e insti1u-
tion is its faculty. Institutions are judged by the quality of their
faculty. and it stands to reason that the primary vehicle for im-
provement of the institutional program is through the quality of
the faculty.

Some academicians are becoming worried ahout
faculty development A report issued by the Group for Human
Developinent in Higher Education (1974) cited several salient
concerns: the decline of academic mobility, the lessons learned
from attempts al reform, and the call fur accountability. Proha-
bly the remain reason for supporting a program of faculty de-
velopment, however, is the effect it could have on the quality of
leaching and thus on the morale of both professors and stu-
dents.

A faculty development progrum cannot assume that the
faculty will develop in new ways. however, the faculty can be
induced to work harder. U. faculty memhers do not like or do
not know hew to handle certain areas or disciplines, they can
very easily sabotage a program. Faculty development can help
to improve education in developing institutions. Some black
colleges do not often have the training, resources, creativeness,
motivation, and information that would facilitate improvement
of teaching.

The Carnegie Commission on Higher Education (1971)
states that higher education should lake the major initiative in
determining its own future. They have made many suggestions
for action. Among them were: they should be more concerned
with better teaching, with more effective curricula, and with all
the Other dimensions of academic qualityseeking more op-
lirnal modes of curricular organization and instiuctional pre-
sentation.

Higher education, above all, needs active faculty
leadership pressing for better ways of doing things and greater
achievements. Faculty members must be prepared to debate
about fundamental purposes and to give more attention to mat-
ters of educational policy, to the maintenance of academic stan-
dards:to the process of academic change, to- methods of coun-
seling and advising students, to ways of soliciting student
advice about academic matter, and to the search for colleagues
among women and members of minority groups.

Predominantly black colleges must continue to take a
critical look at improving their curriculum in providing training,
opportunities, and experiences in which job opportunities have
opened for blacks. Weaver (1966) slates that programs to
strengthen the private black colleges and universities involve
improved recruitment and better selection of students, constant
improvement of facultieswhich, incidentally, involves more
than assembling Ph.D.s on the staff so as to achieve accredita-
tion.

According to Hodgkinson (1974), a large proportion of
freculty dovolopmcot fundo for Not;o:ool Too-k"-g rellows
(NTF): 42 direct-grant institutions report having NTFs al a
cost of either less than $20,000 (24 institutions) or between
-$20,000 and $49,000 (18 institutions).

The reasons for using NUTF's were: (a) they help im-
prove the existing curriculum and the quality of leaching. (b)
they free regular staff members for advanced graduate study.
and (c) they hi ing in fresh approaches and ideas to teaching.

Bit rnettel to Kiney-Botos

A number of the institutions made in-service training
opportunities available for their faculty. In-si:rvice training was
geared to institutes, workshops, and consultant use. The par-
ticipation was high due to the fact that the institutes and
workshops were located on the various campuses.

Only 14 responding institutions received Title III funds
for faculty development in 1966-67, 11 of which received less
than $20,000. The improvement of the existing curriculum and
quality of teaching were the most helpful aspect of the
program.

Somc of the institutions indicated that the in-Service
programs were unsatisfactory, because the faculty did not seem
to acquire new skills, enthusiasm, or insight as to the nature of
their work.

Advanced graduate training was used by faculty in all
fields. Leaves of absence for advanced graduate training were
granted to faculty planning to earn the doctorate. However,
some of the institutions indicated that a combination of M.A.
and Ph.D., was the primary degree earned.

"'There is no doubt that this program was seen by many
as the single most important assistance provided by Tile HI,
The perpetuation of improvemnts, however, wrought by Title
III staff will rest with those faculty members who slay al the in-
stitution for an extended period of lime.

Sample
A purposive sample of 34 developing institutions was

selected to participate in the study. Thirty institutions were
recipients of faculty development grants between 1969 and
1974: Of the 30 institutions receiving faculty development
grants, 103 recipients from 16 institutions completed the
questionnaire. lIsahle responses were obtained from 114 re-
spondents who were granted study leaves under Title III. Re-
spondents represented a cross-section of public and private in-
stitutions as well as two-year and four-year colleges.

Data Collection and Analysis
The data . illection method consisted, mainly, of mailed

questionnaires to these selected institutions. It was requested
that five questionnaires be completed 1)N! faculty members who
returned to the scriling institutions and five faculty members
who did not return, if any. The questionnaires wore mailed
directly to the Director of Institutional Research for the proper
distribution. After the month and a half deadline, follow-up
telephone calls were made to all the participating institutions.

Questions pertaining to current status, (returned or
non-returned), grant receiver, completed degree, what degree
completeo, position before and after degree, and the increase in
rank and salary were used. The instrument also tapped varia-
bles such as personal education expense and reasons for return
or non-return to sending institutions.

All data were analyzed by chi-square test of indepen-
dence. The probability level for rejecting 111.1 test of ir.dopon_
dence w i p < .05 level of confidence.

Research questions of concern in the study were as
follows: (a) was there -a relationship berween degrees com-
pleted and current =positions and status? (b) was there a rela-
tionship between degree completed and promotions? (c) was
Itiere a relationship between degree completed and personal
income expenses on graduate study? and (d) was there a rela-
tionship between personal income expenses on graduate study
and current position and status?



FACULTY DEVELOPMENT

Tab 1e 1.

FREQUENCY DISTRIBUTION OF FACULTY DEVELOPMENT GRANT RECIPIENTS PREVIOUS AND CURRENT
POSITION FOR DEGREE PROGRAMS COMPLETED AND DEGREE PROGRAMS NOT COMPLETED

Title

Instructor

Assistant Professor

Assrxiait, Pra)tessor

1-,rotes,-or

Department Chaaman

Adriunist mug

No Response

Total

Degree Program Completed

Vrevious Position Present Position

No.

11

47

Percent No,

Degree Program Not Completed

Previous Position

No, Percent

Present Position

No. Percent

4

0

ioo

le

10

Results
Familly development grants iNere awardtid to 84

sponilents of which 47 completed their degree on igra ms and 311
did not, The distribution of degrees obtained were 31 doctor-
ates, 14 ma3hirs and one masters plits 30 hours. Of respondents
not comploing their degree, 5 went! in the process of writingor
defending their dissertations and 31 gave no indiution of com-
pleting their degree programs,

'Me first research question was concerned with tl-w
relationship between degri-sts completed and current position
and status. A distribution of respondents who receivect facultV
development grants were shown in the table by previous and
current positions. As indicated in the table, respondents held
similar position prior to their faculty development study leave.
However, respondents who completed their degree programs
obtained more promotions in rank than respondents not com-
pleting their degree prograM.

Current position was significantly related to dcgrees
completed. The obtained chi-square was equal lo 12,01, df5, p
<05. The data indicated that respondents who completed their
degree programs were more likely lo obtain new positions than
respondents who did not complete their degree program. Pre-
vious position was intiependent of degree completion suggest-
ing that faculty mobility was directly related to degree comple-
tion.

Curren: status (return and non-relurn) was indepen-
-dent of degree completion suggesting thatl respondents receiv-
ing degrees were as likely to return to their sponsoring institu-
tions as respondents who did not complete their 'degrees. It
should be pointed out that 58 respondents returned to their in-
stitutions and-O.did not return. For the 11 who did not return, 5
received their degrees and accepted better job offers. Two did
not complete their kitw,,ct, ot,ta:pied iiiiiei paying jobs.

The second TeSearch question wits the relationship be-
Moen promotions and degrees completed. Promotions were
assessed as increased salarie4 and promotions in rank. The ob-
tained chi-square values were equal to 18.38, df, p <05 and
12.25. dfl. p <MS. respectively. The data suggest that faculty
members who received, their &gives Wein rewarded with in-
creased salaries and promotion iR rank. Comparing salary and
rank it was found that 66 were given salan) increases and 14

92 1OJ

were not. Examining respondents by rank, it was found that all
who received promotion in rank received accompanying pay
increases and 21 of those not receiving increases in rank
received accompanying pay if creaises. The obtained chi-square
value was equal to-18,13, dfl, p < .05. The data strongly suggest
lhal colleges lived up to their commitment Io facility members
who took advantage of faculty development study leave.

The third research question was related to personal in-
come expended by faculty in the pursuit of their degree.
Although some faculty members indicated that they had to sup;
plernent their grants, degree completion was independent of
personal income expended. The data suggest that faculty mem-
bers were sufficiently motivated to complete their degree in
spite of additional personal expenses'.

Summary nnd Conclusion
Faculty development grants went awarded lo 84 family

members of developing institutions of which 47 have com-
pleted their degrees, Faculty Membeis completing their
degrees were rehired by sponsoring institutions in new posi-
tions reflecting increases in salary and rank. Grant recipients
who did not complete their degree program were as likely to
return to their sponsoring institution as faculty members who
completed their degrees. Faculty returning to their sponsoring
institutions frequently cited family ties, obligation to the institu-
tion, and need to improve the education of their students as
reasons for returning. Faculty members"nOt returning to their
sponsoring institution obtained other jobs in the leaching
professions suggesting that although their sponsoring institu-
tion did not directly benefit from their educational experience.
higher education benefited. The reason most frequently cited
for not returning was better joh offers. Some of these went to
other developing institutions, larger while universities. and
public school systems. It would appear that the attrition rale for
non-returning faculty is below that which woold be expected to
occur by chance alone. It may be concluded that for the ma-
jority of those receiving grants, they would complete their
degrees and return to their sponsoring institutions, thus im-
proving the quality of education offered al developing institu-
tions,
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A DYNAMIC SYSTEM FOR ADJUSTING FACULTY TEACHING BEHAVIOR
AND UNIVERSITY GOALS IN THE GENERAL EDUCATION CURRICULUM

The objective of this paper is to describe an interac'ive
system designed to both (a) establish proper and operationally
workable goals for the general education curriculum' at Hum-
boldt State University (HSU), and (h) modify instructor
behavior in such a way that these goals are achieved within the
classroom. The intent is that through interaction both goals and
instructor behavior arc Open to modification. As is lie case in
many new adventures, progress is slower than anticipated. Ac-
cording to early planning, the system should have been in its
second cycle at the time of this Forum and, therefore, evalua-
tion could be made of the entire process, Such Is not the case.
The first cycle is yet to be completed. Data on the process Mid
observations concerning its results are, thereby, limited.

Goals
During the 1972-73 academic year the University Cur-

riculum Committee established three goals that every general
education course was expected to meet. These were rather ivo-
ry-towered goal statements of minimurn course objectives that
expressed the Curriculum Committee's beliefs as to what
general education is and what it should do: Every department
offering general education courses had to agree to what was
virtually a contract with the University Curriculum Committee
that their general education courses would achieve these goals.
Two critical questions became evident: (a) were these realistic
and appropriate goals? and (h) were these goals being achieved
within the classroom? This initiated the study which resulted in
a dynamic system for adjuSting both faculty teaching behavior
and university goals in the general education curriculum.

The three principles that the University Curriculum
Committee imposed upon each course in the general education
cirriculum were:

1. That students be -actively engaged- in the ap-
proach to the subject: that they be required to ap-
ply concepts, skills, or capacities basic to the
coursethus using their intellectual, imaginative,
or other powers.

2. As corollary to the first principle, Mai this involve-
ment should help the student become aware of the
strengths and weaknessess Of disciplined thought
as a means of ordering human experience.

3. That the course should give the student some idea
of how the discipline in which the course is
offered (i.e,, history) is related to the general area
in which the discipline falls (i.e.; social sciences),
or to academie inquiry as such.

The Pilot Test
During the Fall Quarter, 1973, a pilot study was con-

ducted in selected general education classes which secured in-
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formation from both instructors teaching the general education
courses and students taking these courses regarding the goals
and their level of achievement in the classroom. Evaluation of
this information, the data collection instruments, and the infor-
rnatipn collection mechanism added new perspective and led to
revision in both the instruments and the mechanism.

Statements of goals were sent to a random selection of
professors teaching general education classes. They were
asked to respond regarding the extent to which their courses
were meeting the three goals. Students in these classes re-
sponded to 17 survey questions related to the 3 goals to deter-
mine if they fell the goals were being met. A chi-square lest
was used to select the items for the final form of a student ques-
tionnaire to be used in future evaluation of the general educa-
tion curriculum. Eleven items were included in this final ver-
sion:

1, This course encouraged me to he either actively in-
quiring or creative in ielation to the subject matter.

2. This course encouraged me to relate the basic
nssumptions and concepts to those of other fields
of study:

was encouraged by the nature of this class, to ac-
quire and apply the concepts, skills Or capacities
basic to it.

4. As a result of this course, 1 perceive more clearly
how the intellectual approach can lead to an
understanding of experience.

5. This course encouraged to apply and test the
ideas or principles dm ed in relation to the
subject matter.
As a result of this course, I have become aware of
the limitations of disciplined thought in dealing
with the subject matter.

7. This course encourages students to think and act
creatively.

8. My ability to think critically in the arca of this
course has been increased.

9. The basic concepts and terms used in this course
are now a part of my working vocabulary.

10. I have acquired viewpoints and skills which are
helpful to rne in my thinking about other subject
areas.

1 am able to use the principles and concepts of the
course in my day-to-day contacts with other peo-
ple.

Questions L 3, 5, 7, 8. 9, and 11 :date to goal number one, 4
and 6 t,2 gc at. two, ono 2 and 10 to goal three. Response options
were (a) not applicable or don't know, (1)) strongly agree, (c)
agree, (d) disagree, and (e) strongly disagree.



The Interactive Evaluation System
The interaetive evaluation system forms d loop. In the

first part of the loop the University Currictilum Onnmittee
establishes the goals and makes the contnaa with the teaching
departments. Tile secimd part of the loop is the student survey.
The third part of the loop is the feedback of this information to
both the University Curriculum Onnmi nee and theTnstructors
involved. In the third part of the loop the results are returned to
the Committee. They are analyzed class by class to determine if
the goals aro being achieved. Four subcommittees of the
University Curriculum Committee have been formed to discuss
these results with individual instructors. Each sulicommittee is
comprised of three committe memhers. the miluation
specialist in the Office of. Institutional Research, and four
faculty from the participating area. These discussions relate to
both the realism and relevancy of the goals and the achieve-
ment of the goals in the classrumn. The subcommittees were
formed because of the need to interpret the results of the
program-wide survey of the general education program, but the
intent is wider in scope. The subcommittees should initiate a
continumis dialog with the faculties and academic administra-
tive entities responsible for instruction in the program that will

and Co onitiglioni

he helpful to the University Cmnmittee in its evalua-
tion of the program is a wluile, its conceptiOn and design, as
well as the individual parts thereof,

'lite expected value to the University is to establish
sound educational goals in the general education curriculum; to
change classroom behavior when and where appropriate; to
enable leaching feu:idly to become more aware and
knowledgeable in regard to the goals of general education as
far as the Curriculum Committee is concerned; and lo make the
University Curriculum Committee aware of the difficulties that
some course have in meeting these goals=ind the appropriate-
ness of mandating that all courses meet all of the goals. This
system should facilitate realism in goal-setting and improve the
general education program al the University.

Tho University Curriculum Committee has a concern
th.it the evaluation of the program have a formative and con-
structive effect on it. The approach and attitude of the subcom-
mittees should he one of mutual exploration of means of
evaluating the program which will lead to its being
strengthened in conception. design and implementation. The
revision of the general mlucation program has aimed at instill-
ing a spirit in the program, and the chief potential benefit of the

Table 1

SUMMARY OF RESULTS

ITEM 2 (GOAL 3) THIS COURSE ENCOURAGED ME TO RELATE THE BAcIC ASSU
THOSE OF OTHER FIELDS OF STUDY.

PTIONS AND CONCEPTS TO

Course Agree
(Spring 74)

Disagree Sig AV
(Winter '75)

Disagree Sig

University 754 293 1279 423

111 (2W) 42 4 +1%
311 7 20 1%
312 14 15 1%
315 (3W)- 22 15 5%
316 16 0 --+5%

322 (10W) 111 52 _

323 (35-5W) 25 18 5% 49 36

331 80 13 ÷%
341 (45) 60 57 1% 17 28 1%
362 8 9 5%
366 15 0 +5%
411 79 10 +1%
511 29 24

541 50 8 +1%
551 25 +1% 36 0 +1%.
561 13 +5%

Summary of Significant Differences by Sections

Spring '74 Winter '75

1% . 4 (9% ) 9 (12% )

5% 4 (9% ) 13 (18% )

+5% 0 (0% ) 3 (4% )

+1% 2 (4% ) 5 (7% )

Remainder 35 (78% 44 (59% )

108
95



GENERAL EDUCATION

eValuation process is to communicate and- maintain that spirit.
This feedback and adjustment system is a mechanism for the
Curriculum Committee to hetter understand classroom instruc-
tion and for -the instructor to get a better idea of the goals and
spirit of general education as conceived by the Committee.

No records are kept of subcommittee deliberations. and:
mere are no implications for tenure or promotion:This feed-.
back and adjustment system is simply a mechanism for the
Curriculum Committee to betterunderstand classroom instruc-
tion and for the instructor to get a better idea of what the Cur-
riculum Committee means in its goals-statements..

Analysts of the Data
The'sludent survey cOnsisting of 11 questions referring

to the 3 goals of general education was administered twict-..!---
once in the Spring term, 1974 and again during the last week of
the term during Winter. 1975. The data were analyzed using
chi-square and reported to the Coviculum Committep, The
reported data was concerned with only those courses'Avhich
were significantly different from the all university response.
The:differences were considered to be in the positive direction
if there were a greater number of responses in the courses
agree category than would-be expected from the all university
response. The negative direction was defined in the same Way
with the expected number being greater in the courses dis-
agree category. ..

Tables 1, 2. and 3 arc to be read as full s: the item

number refers to the item number in the student quest ionnaire_
The goal number refers to the goals as stated by the University
Curriculum Committee_ The total university response is pre-
sented on the first line of the table. The numbers in the course
cblumn refer to individual general education courses. The
numbers and letters in parenthesis indicates how many sec-
tions of this course were surveyed in the Spring (S) or Winter
(W) survey. The agree and disagree columns indicated the ac-
tual number of students responding to each alternative. The.
column labeled Sig indicated the level of significance osing a

-;chi-square analysis and the + or sign indicate the direction
of that significance level when the course responses were com-
pared to the all university response:

Thez.e data are potentially valuable, but only if in-
terpreted with the aid of the faculty offering thc courses and for
formative rather than terminal evaluations. For example,
course 311 is an historical survey course which appears to meet
norteof the three general education goals during the Winter

miner, 1975. This leads the subcommittee into a discussion
with the instructor of this.course to attempt to determine his
goals for the course and how they stiffer from the general
education goalsr Recall that each department on the campus has
agreed that its approved general education courses will meet
the goals'of general edUcation as defined by the University Cur.
riculum Committee. Perhaps he is a new insti-uctor who has not
been fully oriented or the defined goals may be inappropriate
for that course.

Table 2

SUMMARY OF RESULTS
ITE 4 GOAL 2) AS A RESULT OF THIS COURSE, I PERCEIVE MORE CLEARLY HOW THE IN-ITELLE --UAL

APPROACH CAN LEAD TO AN UNDERSTANDING OF EXPERIENCE.

Course

University
111

Agree

687
22

(Spring '74)
D6agree

312

Sig Agree

1144

312 ,
15

315,(3W) .15
312 (105W) 55 42 1% 91
341

26
362 5 1%
363 4 9 1% .
366 ...... ........ 14
411 ,31 +5%
541. 50 +1% e ..
551 21 +5% 29
564 . .. . .... .......... 31

fln

Summary of Significant Differences by Sections

Spring '74 Winter '75
1% 12
5% 0
+5% 3

+1% 1

Remain er .29

1

(27% ) 12 (16% )
(0% ) 3 (4% )
(7% ) 2 (3% )
(2% ) 1 (1% )
(64% ) 56 (76% )

0 9

-

(Winter '75)
Disagree

405

Sig

13 1%
12
51

19 1%

. . . ... .. .
' 0 +5%

.....
+5%'
+1%



It is known, by the program evaluation, that the instruc-
tor for course 564 made a concerted effort between the time of
the two surveys to change his course objectives so they corres-
ponded to the objectives of the Curriculum Committee. Tables
1 and 3 indicate that he has been successful, at least in the eyes
of the students, as indicated by their responses to the two ques-
tionnaires.

.A chi-square teSt of the total university response to
each of the 11 questions was done on the Spring. 1974 and
Winter. 1975 surveys. No significant differences were found
between the 2 administrations on any of theit questions which
indicates that the 11-item questionnaire has same degree of
reliability. Several of fthe questionnaire items contain a high
percentage of; responses in the tails (see Table 3). This should
raise some questions for the Curriculum Committee concerning
the general applicability of these items to all courses, This is
particularly tiue-when the individual courses are examined
they group nicely by course characteristics. O. possibly, these
departments should be concerned with this item, but resist or
do not perceive the possibilities for attainment or some reason.
Adjusttnerd, either in teaching behavior or application of the
item, seems inevitable if the 'interactive process is successful.

ITEM

Lawson and.Cunn ngham

Evaluation of the System
The system for adjusting faculty teaching behavior and

university general education goals can be conceived as a feed-
back system. Even though a complete feedback and adjustment
cycle has not yet been formally completed. preliminary evi-
dence sUggests that the process will result in the desired types
of adjustments, One Professor who taught the same course in
both of the survey quarters (course 564) took it upon himself,
after the first survey, to discuss the results with the evaluator.
His course scored on the negative tail for 5 of the 11 items, with
the rest being non-significant. He overtly tried to alter his -

course to better meet the goals. In the following survey four of
these five items.moved into the non-significant group, with one
remaining on the negative tail (and even here the course im-
proved in a positive directionsee Table 3). Another item
moved into the positive tail from the non-significant group and
one item moved from the non-significant group to the negative
tail, Definite progress had been made in meeting the goa..s as
measured by the yti!slionnaire items:

To the knowledge of the evaluation specialist, no other
ii,structor had evaluated his results in the first survey. It must
he recognized, of course, that the evaluation system is relative

.Table 3

. SUMMARY OF RESULTS

(GOAL 1 )I AM ABLE TO USE THE PRINCIPLES AND CdNCEPTS OF THIS COURSE IN MY DAY-TO-DAY
CONTACTS WITH OTHER PEOPLE.

Course Agree
(Spring '74)
Disagee Sig Agrc

inter -75)
Disagree Sig

University 603 420 1010 505
121 (25-6W) 3. +1% 82 23 +1%
211 (35) 51 21 +5%
311 5 17 -i%
312 12 1% 9 21 1%
315 (3W) ... 14 17 --1%
322 (10W) 79 68 1%
323 (75-5W) 44 55 1% 45 38 1%
331 70 17 +1%
341 (45) 46 69 1% 16 29 1%
361 (35) 43 8 ,+1% . . . , .

362 (4W) 69 5 +1%
366 12 0 +1%
411 '28 34
511 . . . . . ... } ......... } 23 32 15
551 21

. ....
4 +1% 34 2 +1%

564 11 20 1% 20 20
566 9 +5%

mmary of Significant Differences by Sections

Spring '74 Winter '75
1% 13 (29% ) 22 (30% )
5% 1 (2% ) 1 (1% )
+5% 3 (7% ) 1 (1% )
+1% 6 (13% ) '13 (18% )
Remainder 22 (49%) 37 (50% )

1 I 0



GENERAL EDUCATION

and not absolute, and that there will always .be significant
differences no matter what the level of achievement.

Some discussions have been held with teaching depart-
Ments since the second survey. Adjustments in thinking'seern
to be taking plate regarding the goals as they pertain to specific
courses and types of courses. It is quite possible that formal
changes will take place. There are several weaknesses in the
system..The student questionnaire is one. As is true of many
questionnaires designed by committees, the compromising and
editorial process by.a cross-section of individuals, some of who
have subject specialties not normally concerned with evalua.
tive instruments and methodolowy, often results in a less than
perfect device. One problem is that of terminology: It is quite
possible that the students are answering a single queition in

. varying ways, and in variance to what the Committee had in-
tended in the question. For example, the phrase -disciplined
thought" and, its potential usefulness in the.questionnaire was

the subject of considerable discussion by the Committee.
Although the Committee recognized the difficulty that students
might have with the phrase. they could think of no generally ac-
ceptable substitute.

Another weakness is that the chi-square analysis using
the collapsed cells is not as rigorous as it could be, and the
general education goals are stated in obtuse terms. Despite
these limitations,.it is felt that any system which results in
serious discussion of teaching goals and behavior can only
benefit faculty arid students. Given the limited exposure to
teaching strategies and goal statement and attainment received
in most Ph.D: programs, the start on faculty development pro-
vided by this system must benefit both students and facul4P.

Meetings of the Curriculum Committee and of those
subcommittees that have met with faculty suggest that the
system will work time will tell. The concept appears sound,
but people make it work.

The general education program and the Major are the two main elements in the undergraduate degree programs at HSU, Both share onecentral objective, to assist the student to develop the eapacity for a disciplined examination of experience. The major provides the opportunity for this indepth, the general education program provides for it in breadth. In the general education segment the student must elect course work amounting to atleast 12 quaner units in each of 4 introductorylower division areas and 70 unit programs in one emphasis area. The four introductony areas are (a) basicsubjects (written and oral communication and critical thinking), (b) humanities, (e) scienCe, and (d) social sciences. This system is concerned with the in-
,

troductory areas.



THE CRITICAL INCIDENT TECHNIQUE
IN EVALUATING COLLEGE TEACHING

Faculty evaluation is one of the most explosive areas in
high r education today according to Miller (1972). Students
want it, Administrators regard it as a-necessity. Faculty have
mixed feelings about itome willing to take their chance and
viewing it as a possible means of self-imProvement_ others
regarding it as a threat and crying for "acadernic freedom."
Legislators think it should be required. If this lon3-neglected
and ultra-sensitive issue of faculty evaluation is not faced inter-
nally by the institutions,_it may be forced by external agencies.

The problem needg- resolution in order to satisfy the
need for teachers to know whelLer'or not they are presenting
the optimum classroom learning condition, to promote optimum
student-achievement, and to furnish administrators a method of
determining or predicting the degree of success in each
classroom.

Although research into teaching effectiveness has been
-going on for years, a review of the relevant literature indicates
'that the results are tenuous, ambiguous, and in seine cases,
contradictory. Assessing the effects of teaching behaviors on
students' achievement poses the problem- of developing an
easily administered fair and impartial, reliable rilethod for use
by evaluators, administrators, and faculty. A recent research
study sponsored by the U. S. 'Officp.of Education and, carried
out by its Regional Research Program (Ronan, 1972) showi"
some promise for having developed a reliable evaluation
device, the-Critical Incident Technique.

. The 'Critical Incideni 'fechnique has been used in in-
dustry aver a period of ,twc decades. Recent studies are begin-
ning to apply the technique in the educational setting. Basically,
the method consists of collecting information from persons who
have occasion to regularly observe performers at their job.
These observers are asked to describe incidents which charac-
terize, in their opinions,. either particularly effective or ineffec-
tive performance.

In the educational setting, the approach concentrates on
the 'unique point of observation by a student as opposed to that
by an evaluator who may have preconceived ideas concerning
appropriate and inappropriate behaViors. The student seesthe
world of instruction day by day and week by week and is sen-
sitive to the instructor in a way- that' results .in achievement
levels that vary with 'each instructor's methods and behaviors.

-This study builds upon the previous research done at
Georgia Institute of Technology, Atlanta (Ronan, 1972), where
-students identified some 3,000 incidents describing 'these' and
"worst" teachers. These incidents were categorized into'
behavioral areas describing the dimensions of bffective and in-
effective teaching. The current study used this taxonomy as a
basis for evaluating teaching effectiveness.

The purpose of the study wrist() field test the Critical
Incident Technique (CIT) for assessing college teaching effec-
tiveness as an alternative to traditional rating forms. Rankings
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of teaching effectit6,:ness obtained by using the Critical Incident
Technique werl compared with those Obtained using a rating
instrument, the Student instructional RePort (SIR) (Educational
Testing Service, 1973). Further, the ease of adminisnetion and
problems incurred in use of the particular sampling and inter-
view techniques employed- in this study.were :assessed:

Method of Procedure
A questiOnnaire, utilizingfin random order 72 descrip-

tions al teacher behavior from-the taxonomy developed ,in the
U. S.': Office of Education study. (Ronan, 1972), was ad-
ministered through interview 16 a samplelof college students
during the spring ,semester 1974. Junior level behavioral
scidnce students' enrolled in a course in directed research
served as interviewers. They were instructed in the philosophy
of the Critical Jncideni -Technique and in interviewing pro-
cedures to insure comparability of conditions under which data .

were obtained, In initial interviewing, they worked together
until a reliable pattern of reporting results was 'established. :

The sample consisted of approximately one-fourth of
the total student population and included an, approximately
equal distribution' of maleS and females, commuters and resi-
dents, and students from each classification. Additions toile
initial sample were randornly selected from a separate listink to
insure that part-time instructors were evaluated by at least-.
three students. ; ;

Students:twere akd to respond to the 72 iterns 'in a
'Yes-No format. 'Does any professor you have during the cur-
rent semester exhibit the following. behavier?" In case of a
"Yes" response, the student was asked in whickelass or
classes the'obseryed befiavior occurred. Frem these responses
a rank ordering of instroctors was developed by subbecting the
'number of reported ringativer behaviors from the ,number of ,

reported positive behaviars to arriVe at a score for each instruc-
tor. The 'behavior: was 'considered to have pccurred if two, or
more studenta reported having observed it

These rankings' were compared by rank order correla-
tion coefficient with total rankinga 'obtained from summing end
averaging weighted means of responses to a section of thq Stu-
dent Instructional Report. Approximately 2,000 student
responses from fall administrOtion of this instrument in more
than half of the classes were available for comparison.

So that other factors associated with administration and
use of results from the Critical Incident Technique could be
analyzed, interviews completed a brief form after each inter-
view; listing the time taken for the interview, a rating of the
openness or hesitation of the respondent, and the' student's
view of which waw the easier and more effective instrument.
Further, the faculty were asked to indicate in written form,
which instrument provided them with the most helpful infor-
ination for understanding their own teachinkeffectiveness and
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Table 1

CO PARISON OF RANKING BETWEEN
CIT AND SIR

Professor CIT SIR Professor CIT SIR

X01
X02 2
X03 3
X04 4
X05 5.5
X06 5.5
X07 7.5
)(08 7.5
X09 9.5
XICI 9.5
X11 12
X12 12
X13 12
X14 14
X15 le
X16 16

18.5
18.5
23.5

1

235
95
2

23.5
14

9.5
23.5
4.5
9.5

14
9.5
4.5

X17 16 10.5
X18 19 14
X19 19 18.5
rue 19 4.5
X21 21.5 4.5
X22 21.5 18.5
X23 24.5 , 27.5
X24 24.5 31
X25 24.5 29
X28 24.5 23.5
X27 27.5 27.5
X28 27.5 9.5
X20 28 9.5
X30 30 30

.X31 31 23.5

p .3e. significant at .05 lova

Table 2'

STUDENT ATTITUDE RATING -bump CIT
EVALUATION

Attitude Scale
Open and Cooperative
Mildly Hesitant
Hesitant or Overcautious
Uncooperative

Number
00

Per Cent

19

0

75

100

for considering alternative teaching approaches.
In summary, the objective of this research was to com-

pare the Critical Incident Technique with a survey instrument
such as the Student Instructional Report and to investigate the
advantages and disadvantages of the technique as an evalua-
tion device. Questions considered by this research included:

I. Do the rank orderings of -Sood" to "poor" teachers
obtained from using Lhe two instruments signifi-
cantly correlate at the 5% level?

2. Which instrument is easier io administer?
3. Which instrument provides the more helpful feed-

back to professors?
4. Does the CIT provide sufficient information upon

which adrninistranve -decisions may in part be
based?

Summary of Findings
Question 1. Do the rank orderings of "good" to "poor

teachers obtained from using the Iwo instruments significantly
correlate at the 5% level?

The Critical Incident Technique and the survey instru-
ment. Srudent Instructiooal Report, apparently measure some
of the same dimensions pf'effe.crive teaching, When rankings of
professors obtained by subtracting obServed-negative behavior.
patterns from observed, positive behavior patterns according to
the Clrare cemPared With rankings obtained by summing and
averaging weighted means of 18 items describing teacher
behaViors and course ofganization from the survey instrumpnt,
the results are found tn be significantly correlated at the 5%
level. :

At the time of the interview, the jnterviewer rated the
student's attitude on a scale from open and cooperative rarough
hostile and Unthoperative. With 80% rated as open and
cooperative, as shown in Table 2, there is no reason to conclude
that students '. attitude toward the evaluation technique biased
results.

Questicra 2. Which inatruMent is easier to administer?
The Critical Incident Technique could .be administered

in the same manner as the survey instrument: that is, students

Table 3

FEEDBACK HELPFULNESS OF CRITICAL INCIDENT TECHNIQUE AS
VIEWED BY FACULTY

CIT SIR
An Instrument
to_be Locally -

Devised

Number Per nt Number Per Cent Number Per Cent
Which instrument provided most
helpful information for understanding
your own teaching effectiveness?

Which set of results offered most
helpful information for considering
alternate teaching approaches?

Which instrument would you rather
see used for teaching evaluation
during 1974.75?

4

10

70

50

7

30

35

15 7
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in each class to be evaluated could be asked to complete a writ-
ten survey describing t acher behaviors. Under these condi-
tions, administrative time and costs would be similar.
However, in this study time spent in sampling, interviewing,
and tallying results is compared With time and costs of ad-
ministering some 2,000 survey questionnaires and scoring
responses. The time consumed to accomplish each interview
was recorded arid found to require, on the average 19.8 min-
utes, with 10 minutes the minimum time and 40 minutes the
maximum. This is considerably less than was required to ad-
minister 2,000 surveys and process results.

Students and faculty were both asked to rate ease of ad-
ministration. For the CIT. seme students in the sample were
called from the classroom: for the SIR. administrations were
made in the classroom. Tabulation of the ratings shows that
65.4% of the students and 100% of the faculty considered the
C1T easier and less disruptive.

Question 3. Which instrument provides the more
helpful feedback io professors?

Twenty of the 31 professors participating in the experi-
ment returned a questionnaire sampling their attitudes toward
the Critical Ir--ident Technique. A majority of those responding
rated it more helpful than the SIR, the standard instrumentjor
understanding their own teaching effectiveness'Jand for con-
sidering alternate teaching approaches. The CIT was favored
ovel the SIR and an instrument to he locally devised as the in-

,

SCORE FREQUENCY

37

36

35

34

3?

)1
30
29

28

27

26

25

24

23

22

21

20

19
18

17,

16

15

14

13

12

11

!Wien
Mode
Range
Mean

28

25

27

26,6

1
2
3

2

3

2
3

4

-2

4

Rhodes and Brown

stroment to be used for teaching evaluation during 1974-75. Ta-
ble 3 provides the figures on faculty attitudes.

Question 4. Does the CIT prov ide sufficient information
upon which administrative decisions may in part be based?

A word of caution should be inserted at this point. The
rankings referred to elsewhere in the report were made simply
to provide a basis for statistical comparisons between the two
techniques. Certainly for the purpose of improving leaching
and counseling with faculty, it is more useful to deal with each
of the separate dimensions of behavior rather than with some
undimenSional -score." Still it may be valid to take an ad-
ministrative look oi the clustering of single scores. Figure 1 pro-
vides such a view.

Three groups are discernible. Most of the professors
are coasidered to be excellent or accePtable.-The isolated case
of possible ineffective teaching could receive special attention.
This professor could be given special help and opportunity to
improve performance by going over the various specific
behaviors on the CIT. If other measures Of teaching effrctive-
ness correlated with student observations recorded on the CIT
and if the professor failed to improve over a period of time, e
terminal contract could result.

Conclusions
The general conclusions arrived at by this research in-

dicate that 'the Critical incident Technique should be favorably

Figure 1

CIT "8CORE FIEQUENCIES
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considered as a method whia prixluces reliable results with a
minimum of classmom disruption and considerably fewer ad-
ministrative problems than the typical survey instrument. It is
well received by both students and faculty and requires no
complex formula to arrive at an individual profile of behaviors
positively or negatively affecting' student attitude and achieve-
ment.

A further advantage of the CIT method as an evaluation
technique is its objectivity. The student has an opportunity to
report on only what he has observed, and no implications need
be pondered. Tendencies to personalize the consideration of a
response are eliminated: !he responses are virtually spon-
taneous and probably reflect a high degree of reliability. The
need for abstract interpretation of words is reduced measur-
ably by keeping the questioning simple; either the behavior has
limn observed in the classmom or it has not.

A refinement of the CIT might he obtained by permit-
ting the student to respond en a graduated . scale. Did the
behavior occur (3) frequently. (2) occasionally, (1) nol at all?

A need for further research is indicated in order 16 de-
velop a taxonomy of leaching behaviors applicable to the
unique situation of the local campu-s. It is probable that the

degree of acceptance of the validity of a taxonomy of behaviors
will be directly related to the degree of participation of those
being evaluated in the selection of those.behavinrs isolated for
inclusion.

The reliability of the technique needs lo be checked
through a test-retest procedure and through comparison wilh
other student ratings.

In al least one study (Douglass. 1968), teacher
behaviors have been shown to be predictive of student achieve-
ment. Additional research is needed to validate the instrument
and to relate student achievement measures with teaching
behaviors. Comparisons should also be made between CIT rat-
ings and ratings of leaching effectiveness by the professors'
super-visors.

In summarizing, from the research conducted, it can be
stated that the Iwo instruments tested do have a significant
degree of correlation and that the CIT proved to be easier to ad-
minister and was determined to be more acceptable and
helpful by both students and faculty. The problems incurred in
sampling and interviewing were not sufficiently important lo
warrant rejection of Ille technique, and the use of personal in-
terviews to gather data created a responsive attitude in .stu-.
dents:. Certainly additional research seems justified.

DOliglaSs, LC. Measures'of teacher evaluation a-, related to student achi2vement. Unpublished h1.5. thesis, University of Tenriesee, 1968,

Educational Testing Service, Student lnstrucffonal Report, 1973-74. Princetort: EIS, 1973.

Miller, RI Evaluating faculty performance. San Francisco: lossey-Bass, 1972.

Ronan, W.W. Evaluating college clawoom teaching effectiveness. PREP (Puffing Research into Education Practic Ret ort No. 34, Washington,D.C. U.S. Department of Health, Edocation & Welfare, Office of Education, 1972,
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FACULT DEVELOPMENT IN HIGHER EDUCATION: FROM MYTHS TO
RESEARCH FINDINGS

The fact that we lack an adequate knowlege base about
how, ollege teachers grow and develop professionally has been
neted by Knapp (1965), Mayhew (1969). rind Milton and
Shoben (1068). We know little about why people are motivated
to lecome college teachers. And . once they have entered the
acddemic ranks, we know little about how faculty members de-
vetop, why they choose to stayin higher education, or why they
cl/rooSe to leave. Surprisingly a Comprehensive survey of nation-
wide faculty development programs has not been done. 'Re-

/cently. however, Gaff and Wilson (1971) reported that the
erican Association of University Professors (AAUP) asked

subscribers to Academe, .the AAUP newsletter, to indicate
whether or not their inStitutions had faculty development
programs. Only 6 of the450 responses were affirmative.

The Need for Planned Faculty pevelopment
In today's rapidly changing world faCulty members and

administrators in higher education must begin giving con-
scious, deliberate attention to, the concept of faculty develop-
ment. In a pre-a/hornet* Fommunications era faculty members
did not need to givefe.xfeRsive planned consideration to their.;
continued learning:VW deVelopment because new knowledge
was introduced sloWly into society. However, in today's cyber-
netic commtacations -era change is rapid: The half 9fe of
knowledge in some disciplines is estimated to be between five

'and len yearS. Therefore, as Gusted (1969) points out, simply
maintaining competency in one's own discipline is an over-.
whelming task for faculty members.

Today professors are caught in the difficult position of
increasingly having la spend additional lithe at just maintaining
their expertise, While society demands that they also generate
new, knowledge as well as constantly improve their abilities.at
teaching-and public service. When professors find it difficult Or
impossible to meet these demands, the charge often is that the
quality of teaching is declining and that professors are not ade-..,.
quately continuing their professional development,

Teachers and TeachingSome Basic AssuMptions
The assumptions on which faculty merabers base their

professional roles are central to the issue of faculty develop-
m'eriL Wilson (1072) charges that the faculty believe that it is
their job to teach the students a particular discipline. Certainly
the traditional organization of faculties into departments that
lend to be concerned with a particular discipline has tended to
encourage this viewpoint on the part of Me faculty. Thus, often
the large university has become overcompartmentalized which,
in turn, encourages a rigidity that does not easily facilitate com-
munication from one discipline to, another. As a result,
Litchfield (1959) and others have poirited out that an organic
view or a view of the institution as a whole is often not en-
couraged.

Robert G. Sirnerly. Syracuse University

In addition, the 'iong history of faculty independence
11:.s tended .to create a laissez-faire faculty system. The in-
dividual freedom of faculty members is jealously guarded and
anything that approaches a tampering with this freedom is
viewed as' dysfunctional by-lirge segnmts of the acadee.c
community. Tbis, in turn, has led to the ultimate-in facuhy indc-
pendence that traditionally has been established in the tenure
policy. Once faculty members attain tenure it is usually possi-
ble for them to perform their duties with little or no evaluation
or input:from the publics that they serve. This lack of concern
for encouraging faculty members to be accountable to the
publics that they,,serve in their prolessidnal roles has come to
be known as academic freedom. Honey (1972) has noted that
we assume that this laissez-faire system wokks in the best in-
terests of students. However,, the student protests of recent
years along with today's.publie demands for accountability znd
competency-based programs haVe seriously questioned this
assumption.

Schein (1970) feels that it is the socialization process
that has created thel'autbnomous role traditionally ascribed to
college teachers. The rigors of a doctoral program condition stu-
dents to view graduat-oducation as a series df hurdles to be
jumped without question. Thu's we produce experts whose
.behavior can only be questioned by someone who is more of an
expert.

Closely related to this is the important assumption
generally held about faculty mernI2ers in higher education. We
assume that the development of expertise in a subject area im-
plies expertise in learning theory. However, there is a notable
lack of exposure lo learning theory in many of the educational
programs designed to prepare individuals for teaching careers
in higher education.

Also there' are discrepancies between rewards and
aspirations in the college teaching profession. Custad (1959) -.

notes that teaching is generally not rewarded by the higher
education organization. While it may be difficult to obtain con- .

dusive proof regarding the rewarding of teaching, faculty per-
ceptions of the problem have been obtained. For example, the
Gaff and Wilson (1971) study showed that most individual,
faculty members responded that theY valued good teaching. Yet
these same respondents'did not feel that good teaching led to
advancement in their respective institutions. Chances for ad-
vancement were -perceived by faculty members to be based
almost solely on research resultant in publication.. However, as
Cantor (1966a) has noted, the majority of faculty do not
publish. Mayhew 11971) confirms the fact that the majority of
faculty members do no research and publish no papers. In fact,
he sees a definite value-conflict among publishing, teaching,
and consulting that is significant in a faculty member's develop-
ment.

'I'he reward or lack of reward for teaching performance
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is complicated by the fact that we do not have an adequate
means for ;edging teaching excelleme (Corner:1906h). Good
teaching is usually discussed as a distinct ad that is not neces-
sarily related to learning. Thus the myth has evolved that good
teachers have developed and refined certain teaching trails or
skills. This implies that these traits or skills can be transferred
from ono leacher to another without directly relating them le
the learning process. The major problem concerning the teach-
ing-learning controversy is that we do not have an adequate
knoWledge base to show that what a teacher does in the
classroom -makes a significant difference in student learning as
measured by the traditional ways we now measure learning.
This points out the complexity of the cause-effect variables in
the learning situation. Traditionally we have assumed that stu-
dents have learned because they were -taught': by ii teacher.
Milton (1972). however, succinctly points out in Alternatives to
the Traditional that the variables involved in the leaching-
learning process are so complex that our present research
methods have not been able to re!ate leaching behaviors to
changes in student behaviors. Therefore, it is impossible to talk
about imprnving teaching until we can identity those behaviors
that need to be improved in order to lead tdlearning outcomes
in students.

Facility DevelopmeniDefining the Problem
A Major problem in discussing facudy development is a

semantic issue Agreement On what adually constitutes faculty
development has not been reached. Is development concerned
only with new techniques or methods? Does it include the way
one is socialized into the profession? Is development the wme
thing as training?

Far the purposes of-Ns paper; faculty development
con be`thought of as giving conscious attention to planning,
studying, and improving the processes.used hy faculties to at-
tain goals they establish or that are established for them by
the organization or by outside publics such as state
legislatures. Timis, faculty 'development is not ne6-issarily a
specific program or a set of prograMs. Rather il is a process that
is in a,constanf stale of change us it operates for the individual
and for groups.

With this working definition' of faculty development.
this researcher designed a study that atteMpted to ascertain
how faculty members develop in their profession41 roles.

A Research Base for Faculty Developmerit
Procedures. A major first step in studying faculty de-

velopment in higher education was to find out how faculty
members perceive their own professional development. In
order to do this the faculty. al ,a large stale university with a
student enrollment of 23,000 and a faculty of 972 was chosen
for study. Initially a questionnitire was Created lo obtain infor:
million about faculty perceptions of:their own growth and de-
velopment. The reliability of the questionnaire was tested dur-
ing interviews of approximately one hour each with a selected
sample of the population to be studied. This allempt al instru-
ment; validation revealed that answers to questions regarding
faculty developrthmt were often so complex, individualized,
and,diverse that it was difficult to obtain 'reliable data through a
questionnaire.

As a result it was decided to abandon the questionnaire
appniach. However, this testing of the questionnaire did reveal .

that faculty members could'respond verbally in a reliable way
to questions concerning how they perceive their own develop-
ment. These responses were generally centered around a corn-
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m6n c,e-e of concerns. Therefore it was decided to use this com-
mon ore of concerns as a basis for asking questions during
subsequent strOciured interviews.

The sample. A 5% random sample of the 972 faculty
members stratified by the 3 professional leVels was chosen for
the sample. This yielded a total -sample of 45 with 15 professors
in each of the 3 ranks of full, associate, and ;assistant professor.
Three members of the sample elected not to participate in the
study. Thus the N for the sample interviewed was 42.

The research design, Structured tape-recorded inter-.
views of approximately one hour each were held with
individual mernbers of the sample. Direct quotes of the most
pertinent information given in .esponse to the qUestions were
written down during listening sessions of the recorded inter-
views and two independent raters then read through the data
and the classifications of data. Adjustments were made as nec-
essary in order for the researcher and the two raters to roach

.

agreement about data classification..
.

Thus, the study was exploratory in nature and il sought
to ascertain faculty_ perceptions of their professional develop-
ment process so that taxonomies of faculty development could
be created. Specifically, the study sought answers to the follow-
ing questions:

1. What changes in teaching techniques are professors
making?.

2. What causes these changes?
2. How are changes in leaching evaluated? c.

4. What are the environmental factors that help and
hinder professional growth.tind development?

5. What are the perceived organizational rewards for
leaching?

6. How is faculty performance evaluated?
7. What provisions exist for planned faculty develop-

ment?

Research Findings
Changes in teaching. The-changes that a faculty mem-

ber makes in hislher teaching techniques are an integral part of
faculty development. Therefore on attempt to ascertain changes
in teaching techniques was made by asking the :question.
"Could you share with me a lime within the last year or two or
three when you made a change in your leaching style or leach-
ing techniques thakyou fell resulted in your own professional
growth and development as a faculty member?" :-

Early into the research il became clear that this ques-
tion was based on a .faully assumption on the part of the
researcherthat, facully members were initiating readily iden-
tifiable changes in their teaching. Most respondents had a very
difficult time answering this question. Changes in,1eaching,
when mentioned, fell into two major categories: (a) changes in
the process that occurred in the classream; (b) changes in prod-
ucts used in teaching, such as audio-visual aids and bibliogra-
phies. .

Half of the saMple (40% ) indicated that they had made
changes in their teaching process. These process changes all
could he categorized aS group involvement appnsiches to
leaching-learning that do-emphasized the lecture approach.
However, when pressed about the specifics of these teaching
process changes, most respondents wore abstract LINO the
change and could not cite specifically how the process in their
classroom or their behavior as a teacher had changed.

Changes in products used in teaching were easier si
identify than process changes: however, respondents still had



trouble recalling such changes. Such product changes included
the following:

Percentage of Sample Mentioning Change
1. Testing changes 19%
2. Use of audio-visual aids 16%
3. Type of assignments revised 14%
4. Course outlines changed 5%

Causes of change in teaching. The next step was to ask
who was most responsible for these changes in teaching com-
ing about. Organizational influences were listed by 40% of the
sample as resulting in changes in teaching. Among the organi-

. zational influences were such things as interaction with col-
leagues, abolishing final examination week, and changes in the
undergraduate curriculum.

Other reasons for change listed less frequently were:

Percentage of Sample Mentioning Reason for Change,
1 Students
2. Self

. 1169,y%,

3. National trends 7%
4. Staff development activities 5%
5.-- Influences from previous schooling 5%

Evaluation of change in leaching. Change for change's
sake occurs often in education Therefore faculty mernbers
were asked how they had evaluated thc success or failure of
their stated changes in leachIng.`Subjective evaluation with no
empirical data base was mentioned most often (70% of sample)
as the method .of evaluating change in teaching. Fully 19% of
the sample staled that they had made no evaluation of their
change in teaching.

.Working.environment and faculty develoknent. The
. effect of the working environment is another important issue in
faculty development. Environmental factors perceived by re-
spondents as helping their growth and development were the
opportunity to interact freely..with colleogues. This was men-
tinned by 43% of the sample: In addition, the general freedem
provided by the university atmosphere was listed by 40% of
the respondents.

Negative factors that hindered faculty members'
growth and development and mentioned by 39% of the-sample'
centered primarily around theiSsue of not having enough time
to excel in teaching. research, and public service,

-Organizational rewards for teaching. This elicited
rather clean-cut and often emotional responses.. Most faculty
members (77% ) stated flatly that the organization did not
rewardperformance-in teaching. Associated with this was the
fact thal'all of these respondents felt that the organization did
reward researeh that resulted in publication.

Evaluation offacully performance. The most common
method of evaluation of a professor's performance was for the
department head lo fill out a rating form on the professor and
then to discuss this with him/her, This was mentione&by 36%
of the respondents. It is interesting to note that 21% of the sam-
ple stated that they received no formal evaluation. This is
especially imporhmt in view of the fact that conversations with
all deans within the university studied indicated that all faculty
members received at least a yearly evaluation.

Existence of planned faculty development. Most
departments did not give conscious attention to planned faculty
development as reported by 74% of the sample, Another 14%

Robert G. Simerly

of the sample was not sure whether their department had a
planned faculty development program or not.

Summary :,f Findings
i. rhe idea Of faculty members being experts in teach-

. ig-learning theory is a myth. Change for change's
Jake seems to be the norm for the sample studied.
Changes in the teaching-learning situation are,often_
abstract, vague, and not evaluated for their effec-
tiveness.

2 Organizational influences at the employing univer-
sity accounted for the majority of chafikeS-In teach-
ing when they did occur:

3. The institutional working environment isseen as
helpful for professional growth because of the
freeOran provided by the environment. However,
this freedom also creates a dilemma of not providing
enough time.

4. Most faculty members feel that the only way to ad-
vance in their profession is to do research that
results in publicans:in. Teaching performance is per-
ceived to play little or no part in advancement.

5. The typical supervisor-subordinate evaluation in
which the department head fills out a rating sheet
on the faculty r3-,mber and discusses it with
him/her is the mct commmonly used yearly melhed
of evaluation.of faculty performance.

6. Planned efforts at faculty development are almost
non-existent. .

Conclusions
The idea-of planned faculty development in which at-

tention is focused on articulating and planning ways to inte-
grate individual and organizational needs and goals is not a part
of the conceptual scheme Of the majority of most faculty mem-
bets in the sample. Individuals actively against planned faculty
development tended to see such planning as interferring with
their autonomy. For these professors there was a distinct aver-
sion to having the'organization participate in a formal way in
this area. Respondents in this category definiteIrdidliot see
Planned faculty development as a positive support-system for
faculty.- Neither did they view it as a negotiating process be-
tween the individual faculty member and the organization.

...Typical of such expressed feelings was the,following statement
by one profepsor: ;

The minute the university starts trying to plan
things for me that's the day when they can get
theinselves another professor. I'm not having any
organization or any member of an organization
telling me what I 'can and cannot do in the
classroom or anywhere else. It's none of their
damn. business. That's how the university
historically has gained its strengthby not allow-
ing the organization to dictate to its faculty mem-
bers.

II is interesting to note that the entire sample generally
tended to view faculty development as a specific program that
has a beginning and ending point. No respondent indicated that
a planned faculty development program could be anything ap-
proaching a continuing, ongoing program in which the central
issue would be to focus on the process of faculty development
as opposed to specific content areas within the process.
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Implications for Institutional Center Research
Because of increasing public demands for account-

ability and competency-based education, the planning for the
utilization of human resources within institutions of higher
education has assumed an importance equal to that of planning
for physical and financial resources. Thus, as institutional
managers and researchers it is imperative that we conduct ac-
tion-oriented research within our organizations regarding how
we plan for and utilize the human resource of our faculty mem-
bers.

We titus eate a data base that contains reliable infor-
mation about hey grow and develop personally and
professionally. atisfied they are with the quality of life in
their organization, hat they know about the teaching-learning
process_and how they help or -hind& the teaching-learning
proceSs.-

Tberefore, in the decade of. the seventies as we give
more attention to accountability with responsibility, the follow-
ing will be OUr top priorities for faculty development:

1. Alternative ways are needed tq provide the most
effective means of providing_ positive psychological .

'support systems for faculty members asThey devel-
;op.

2. Iprganizational climates need to be created in which
'the individual and the organization can devise ways
to articulate needs, plan goals, and establish pro-
cesses to work toward goals.

3. Reward systems should be geared to the dynamics
af effectively developing, establishing, and par-
ticipating in such a process.

We dan no longer ignore the fact that we must research
ways to actively plan for the continuing development of our
faculty if our institutions for higher education are to remain via-
ble in a raPidly changing world where the amount of
knowledge is doubling every ten-years. Viable educational in-
stitutions are changeable, renewable institutions. Changeable,
renewable educational institutions must have changeable,
renewable faculty members. We must now plan ways for this
to occur rather than following our established pattern of leaving
the developmdrit of our faculty members to change:
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ADMINISTRATIVE EVALUATION BY FACULTY

One of the great comic scenes in literature, the birth of
Laurence Sterne's Task= Shandy, depicts the rage and
frustration of a man-midwife as he attempts to untie the knots
of his instrument bag while Tristam, upstairs, threatens to be
born without him. Readers will recall, however, that cornplica-
lions occur and the frantic doctor finally severs the knots with a
knife cuts his thumb, and, in pain and haste, misapplies the
forceps, drawing poor Tristam into the world with a smashed
nose.

There are a number of warnings in this unfortunate
episode for educators who contemplate a program of ad:
ministrative evaluation by faculty. There is the possibility, of
course; that one may engage in such painstaking theoretical in-
vestigations that the program finally bursts into the world with-.
out any professional assistance. It is more probable, however,
that this complex issue will require extensive attention and that
universities may be forced intoiusing hastily conceived instru-
ments and procedures, potentially damaging to individuals-and
institutions alike.,

The.Current State of Administrative Evaluation
That administrators, whateyer their academic settings,

are accountable for their performances no one would dispute.
Most would coneur also with Mortimer's (1972) view that "col

1 re
-

11

to a variety of agencies and in-
leges have been and wil tinue to be under seve pressures
for increased accounta
terests, including the.general public, legislatures, governors,
governmental agencies, the courts, governing boards, faculty,
studentg, and other internal constitutepts" (p. 1).

Traditionally, 'of course, the accountability flow has
been upward through the'pyrarriid structure of the university:
conversely, evaluation has Moved doWnward, The number of
postsecondary institutions which have reversed the pattern of

. _evaluation by formally including faeulty in an upward assess-
ment of administrators is small. The number of four-year in-
stitutions with such programs is smaller still, However, a tally

. of universities in which the question of faculty participation in
administrative evaluation is being studied suggests tbat the
subject is of current interest to individuals in almost every
academic milieu. This interest has been demonstrated
geographically from California to Massachusetts, Montana to
Texasstructurally from large state systems such as Illinois to
private institutions stich as Loyola and non-traditional colleges
such as Minnesota Metro. . .

Professionals' in institutional research and planning
would be well-advised to tackle the _knots of the issue well
ahead of local need. Those institutions which am experiencing
serious difficultiek in establishing a program for faculty evalua-
tion of administration report a consistent sequence of events in
which firm commitments, often statutory, have been made

i

Charles H. Former and Elaine Mann,
University of Tulsa

prior to practical planning. It is our position that theoretical
deliberations concerning administrative evaluation should not
only begin early, but also sheuld be firmly grounded in practi-
cal considerations. These incude questions of who should be
evaluated and by whom; what qualities and areas of perfor-
marice should be included in the evaluation; how these factors
can be accurately measured; and what purposes the results are
intended to serve.

k

The Rationale Behind Administrative Evaluation by Faculty
Those universities and individual researchers studying

faculty evaluation of administrators have usually become con- .

cerned with the issue in two ways. The majority have Come to
the subject through involvement in the larger process of institu-
tional self-study. One of the effects of the pervasive urge for in-
stittfflolial self-consciousness has been a heightened a wareness
of the communal aspects of academic life. Internal studies in-
volving" goals and objectives, standardized instruments for
measuring goal perception Such as the Educational Testing Ser-
vice Institutional Goals Inventory, and numerous national
studies have all served .to heighten local institutional aware-
ness. Individual academic units are growing more conscious of
their relationships with other units. This, of course, leads to a
more vivid perception of the whole.

In such a-climate the cancept of administrative evalua-
tion by faculty is-fostered by en impulse, on the one hand, to
perceive the institution as one large community of scholars in
which mutual interests imply mutual evaluation. On the Other
hand, increasing numbers are thinking in blunt, pragmatia
terms. With personal cutbacks, faculty take budget design and
fiscal management very seriously with dm result that groups
such as the American Association of University-Professors are
beginning tolink tenure debates very closely to larger examina-
tion of administrative management. Administrators are equally
sober in a period of declining enrollment and economic uncer-
tainty, Their language, too, reflects awareness that responsible
internal management has become essential, Fram -(1973)
writes:

. . . institutions of higher learning may look
toward business for help in finding solutions to
some of their .problems. Terms such as Cost-
benefit analysis, management bk objective% and
systems analysis are now included in the language
of college and university administrators. (p, 58)

,Thus the conclusion is drawn by some educators that upward .

evaluation can promote both managerial competence and the
internal fabric of mutual understanding requisite to maximal
fulfillment of institutional objectives. It is noteworthy that this
reasoning is shared by a'number of administrators who see in-
ternal dissention as a major threat, not simply to peak efficien-
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cy. but to institutional survival. Chancellor Ernest L. Boyer
(1974) of the State University of New York (SUNY) system
identifies formal administrative evaluation by the faculty as a
basic factor in creative management, asserting that one re-
quisite to the survival of the American university is a suc-
cessful effort to "improve accountability to constituencies in-
side the institution, as well as to these beyond."

A second approach which may lead to the issue of ad-
ministrative evaluation by faculty is direct interest, either
through research or immediate experience, in another form of
evaluation, particularly faculty evaluation by students. The
reasoning process which moves from faculty_to administrative
evaluation is expressed by Professor Tyrus Hillway (1973)
whose administrative rating scale is currently being tested:

If teachers can be aided by securing systematically
the ratings of their students, it follows logically that
administrators also may be helped in improving
their work by obtaining ratings from the persons
with whom they deal most dirctly--.--the academic
faculty. Some administrators will deny the useful-
ness of such ratings, as many teachers oppose. for
various reasons, the idea of being evaluated by
their students. Since teacher4ating scales have
become widely accepted, however, there seems
little reason to doubt the eventual acceptance in
higher'education of rating scales for academic ad-
ministrators. (pp. 426-427)

The presumption that there exists in the academic structure a
precise relationship in which students stand to faculty as
faculty to the administration is a point which needs more
thorough stUdy. Nevertheless, the fact remains that the analogy
has been advanced and is likely to surface in any local setting
where.,discassion of administrative evaluation occurs.

Structuring the Local Study of Administrative Evaluation
As might be expected, these varying motivations which

may produce interest in administrative evaluation usually pro-
dike distinctive local structures for examination of the issue.
When the motivation is closely related to broad institutional
self-study programs, faeulty participation in administrative
evaluation will usually be conceived and structured by those
coordinating the institutional study. In this case, the result is
often ar, institutional environment or "climate" questionnaire.
Typicrdy the instrument will touch areas which involve the
gene.al quality of .administrativc-faculty relationships, but
rarely are administrators identified personally or examined for
qualities specifically relevant to their individual roles.

Another lype of administrative evaluatioii occurs as a
result of individual requests by the administrator to the faculty
members with whom he works: Typically such an evaluation
begins with the administrator's design of personal objectives
which he later tests by means of faculty and staff perceptions of
his performance in the specified target areas. Although more
often anonymous, such programs of personal goal evaluation
may involve an exchange of signed evaluations and, perhaps. a
schedule of follow-up interviews. While administrators using
such a program indicate that the practice is helpful to them,
they frequently acknowledge that voluntary participation is
low. There is a tendency too for such evaluations to be rather
generalized and decidedly laudatory. It may be that the lack of
anonymity produces inhibitions or, perhaps, that administra-
tors who individually seek formal faculty evaluations are those
who already have attained considerable Interpersonal support.

In addition to administrative climate- studies and in-
dividual programs of evaluation, there are increasing efhrts to
cxplore the feasibility of university-wide programs in which
specified individuals throughout the administrative ranks are
regularly and formally evaluated by significant numbers of
faculty. -The scope of such an evaluation process implies far
wider participation in the exploratory phase as well as in-
creased formality during stages of implementation. (It is possi-
ble, of course, that a study of the issues by either faculty or ad-
ministrative officers may precede the opening of formal
deliberations involving wide representation.) Ultimately the
effectiveness of an ongoing program of administrative evalua-
tion by faculty depends upon the consensus of all groups in-
volved, necessitating the eventual collaboration of administra-
tors and faculty in both theoretical debate and procedural
design. A typical, process. whether inspired administratively
or through faculty interest, begins with a joint resolution of the
chief administrative officer and faculty senate, appointing a
special task- force or ad hoc committee to examine the ques-
tion. Based on the recommendatiens of the committee and sub-
sequent open debate, the task of designing and implementing
the program may be assigned to individual academic units but,
more often, to an internal administrative office such as institu-
tional research,

The one exception to this general structure for design-
ing comprehensive programs is the instance where a multi-
campus state system iLcommitted to a program af administra-
tive evaluation under guidelines established by the legislature
or governing board. In almost every case, however, such a
system-wide program involves only the chancellor and presi-
dent of the institution, leaving the question of evaluating other
administrators a matter of-local option.

Guidelines for Local Study
It is quite clear that local conditions and need'S will de-

mand quite varied programs. It is also evident that a generous
amount of time must be reserved for debate of theoretical ques.-
tions related- to larger conceptions of the university s a whole,
to the theoretical relationthips between administration and
faculty, and, _perhapa," "to the ethics of evaluation itself.
Nevertheless, it is again stressed that even these matters of
"philosophic" import must be considered in terms of pratAical
issues. Who can say that a program of evaluation is either ethi-
cal or useful if means cannot be found to protect the rights of
both the individual being evaluated and those submitting
evaluations? Experience with other types of evaluation tells us
that infpllible guarantees of individual rights are unlikely and
that workable solutions depend more upon reasonable com-
promise. Consequently, until the specific terms of compromise
are established through negotiation and &bate, final commit-
ment. should be held in abeyance.

Perhaps tie most obviolis question to arise in a local
debate .inVelves the personnel to be included in a program of
administrative evaluation. It is probable that most faculty
would wish to include the department head, academic dean,
and the vice president of academic affairs Some, but not all,
would expect to evaluate the graduate dean as well. It is possi-
ble that evening faculty would think first of the director ofcon-
tinuing education. But countless questions remain, with unique
variations on a'campus4)y-carnpus basis. Certain faculty might
comment meaningfully on the performance of the director of
computer seevices; others might need to consult the univentity
directory to ascertain his identity. Similar pmblems aria: con-



corning the director of research. the:librarian, the registrar. and
countless others. it may be that local groups will decide to limit
their program by excluding all such staff positions (although it
is certainly possible to trace important staff-faculty relation-
ships by a painstaking study of the campus structure). Other
universities, seeking a more complex program, might consider
an expanding structure in Which all faculty evaluate the depart-
ment head, academic dean; and vice- president of academic
affairs': members of the graduate faculty revieW the graduate
dean as well; members of the faculty senate:or perhaps desig-
nated committee members, evaluate the director of research or
head librarian. It should be observed, however, that while such
an extended program offers a unique opportunity for certain in-
sulated staff people to participate in an exchange of ideas other-
wise unavailable, to attempt this sophistication without the re-
quisite planning is certain to encourage meaningless paper
work, considerable misinformation, and probable-chaos.

The second question likely to be raised is the matter of
which qualities or areas of administrative-performance can be
appropriately evaluated by the faculty. Let us Suppose that the
program is to include the evaluation of department heads,
deans, and the vice president of academic affairs. Using this
simplified format, is it reasonable to assume that the same
questions iire relevant to each administrator or that all faculty
are equally, competent to answer them? The 'assumption
becomes more difficult to sustain if additional administrators
amto be included. GinteMplation of this question results in the
sealization that only compromise can produce a workable plan.
For example, if the same set of questions is to he addressed to
each administrative position, the questions may become so,
general in nature, as to be empty of genuine meaning. On the
other hand, to design a set of questions for each individual ad-

) ministrative tole means not only an ominous time commitment
but the dubious challenge of arriving at an ideal definition as to
what should, constitute a -good" department chairmait or'
academic dean'. Some study groups, dismayed by sych
prospect, have expressed the determination to pattern their
evaluation on a program designed in- another university in
order to avoid the.dissension which local efforts to define ad-
ministrative excellence are likely to produce. A reasonable
coMpromise may be to bypass an attempt to articulate. kleal

.,:'..character traits by concentrating instead on performance. Here
local grotips could rely on pre-existing,formal job descriptions
or. perhaps, build into the program an initial process of
establishing" output objectives.

Consideration of evaluation content cannot be con-
.

sidered properly without regard to methodology. It is presumed
that faculty evaluation of admin ,tra tors will he one aspect of a
larger pattern of assessment which may include both down-
ward evaluation by the administrator's superior and perhiips
peer or self-evaluation. This pattern-will directly affect the
methods used toebtain faculty evaluations. However, there ore.,
several broad patterns upon which variations may be played; in
a small institutfon all evaluation could be conducted orally, one-
on-one. although subject to the problems of oral evaluation dis-
cussed earlier: another pattern depends on a committee of
faculty members, charged with obtaining broad faculty opinion
'arid reporting this information to the administrator; a third, the
most common, depends upon a written evaluation instrument,
usually an opinionnaire, which may or may not be submitted
anonymously. No single method is absolutely satisfactory and,
however desirable, it is unrealisticlo suppose that complete ob-
jectivity can be achieved.

The degree of importance attached to objectivity, to

-
questions of fairne6Kor to the importance of direct faculty ex-
perience with the, individual administrators responsibilities
depends upon hok.the faculty evaluation is to be used. If a per-
fect analogy between student evaluation of faculty and faculty
evaluation of administrators is doubtful, it is nevertheless ac-
curate to presume that on this pointthe purpose of evalua-
tionthe terms of debate will be similar. Just as faculty have
often expressed belief that students are not in a position to
-assess the instructor's scholarly competence, the administrator
may question a faculty member's qualifications for evaluating
the specialized tasks of the administrative position. SiMilarly,
the administrator who perceives his primary task to be the nur-
turing of the institution as a whole may have little faith that an
individual faculty member possesses equally broad concerns.
He may, therefore, object strenuously to any plan which im-
plies that his status, salary, or perhaps retention will be deter-
mined by the assessment of only portions of his total commit-
ment. It is to be expected that deciding such questions will be
both dimples and painful. Whether a local program is
designed with a primary view toward structuring the ad-
ministrative empleyment pattern, producing a standard to
govern hiring practices. or creating a program of administra-
tive development. both caution and compromise are in order.

y and Mann

ConclusiOns
As research in the field of -ad7mnistrative etaIuition

grows and as increasing numbers of un;versities implement
programs which inVolve faculty in administrative evaluation,
the task of newcomers in the field Will become easier. Until
sensitive instruments are created and tested sufficiently to pre-
drct results, however, there are a number of ways to facilitate
local investigations of the issue.

Study of the issue of administrative evaluation by
faculty should_ begin early. II is reasonable to
'assume. that the matter will eventually be raised on
most campuses and that the presence ot individuals
with some previous understanding of the inherent
complexities will be useful in shaping local in-
vestigations.

2. Each theoretical aspect should be weighed in terms
of .practicality. It `iS' extremely doubtful that every
university will or should elect similar programs of
administrative evaluation. But premature commit-
ment to any form.of evaluation which cannot be
effectively perforrned: will lead to 'delays and com-
plex revision during the planning phase and to
.poorly conducted administrative evaluation which
negates any positive purposes intended.

.3 The varying motivations which are likely to lead ad-
ministrators and faculty to irnerest in administrative
evaluation should be stedied.carefully. The network
of subtle factors which fore the "personality" nt;
any given uniyersity is very complex. Nevertheless,
it is possible lo discern certain Overning concepts
in a discussion of administrative evaluation and,
from them, to anticipate some of the components
which a successful program must contain to satisfy
these conceptual assumptions about the institution
and about administrative/faculty relationships.-

4. Open debate of the question within the local
academic community is necessary. It is unlikely that
national activity will ever substitute for thorough
and candid discussion among those directly in-
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volved in each university. lndividuids with some
research experience in the sulnect of administrative
evaluation may. forWard ,this process by ;issuring
that the necessary questions are raised; they should
not expect to dictate the answers.

5. Reseamh and experience in other forms of evalua-
tion may be utilized with due caution. While ad-
ministrative evaluations by faculty are relatively
new' in the university, there are comparahle
programs in indiistrial and public school tiettings.
There is. in addition, a fairly sophisticated body of
literature (hulling with the evaluation of university
presidents, which may be useful.' Many suggestive
ideas mayihe drawn from experiences with stuthmi
evaluation of faculty, particidarly in,resolving the
question of how the evaluations ant to be used. Hut
none of thi!se comparable forms slualld ohscure the
distinctive roles which administrators and faculty
fill in the institution or the uniqueness of the rela-
tionship between the Iwo academic Components.

6. Thorough pre-planning of administrative evaluation

programs, governed by a spirit of compromise,
should be encouraged. No one will he.served hy an

mach In this topic which seeks to bathe the coin .
plexily and extreme sensitivity in a rosy glow of
academic goodwill. There will be, on almost every
campus, faculty members with "a score to settle,- as
well as administrators who -rule by divine right.-
But there are also faculty who hold deep concerns
about the institution and may contribute
meaningfully to its management through conscien-
lkms participation in administrative evaluation.
There arc, as well, administrators eager to augment
their comMunication with the faculty and respon-
sive to 111c:idea that faculty can assist them in defin-
ing the rolii they perform. There may be, finally, ad--
ministrative structures which do genuinely operate
most effectively through downward evaluation
alone; in some contexts faculty imput through infor-
mal channels will be deemedsufficient. A properly
amducted' program of local 'study will assist the
university in making these choices. '
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KNI ANALYSIS OF DECISION STRATEG!ES E
GOVERNANCE OF HIGHER EDUCATION

This paper describes some of the characteristics and
implications of decision process strategics that are employed in
higher ed_ication. The term decision strategy is intended to
denote a particular set of structures, processes, and techniques
employed to maintain effective deci,;ion.making in an organiza-
tion. Typically assumptions about dui..,ian strategies are more
implicit than explicit in the actions takci, by administrators.
Some of the conditions and values that influcis f. the selection
of Strategies are presented here in order that they iday be made
more explicit and serve as a framework for analysis of current
decision proceSses in higher education.

The basic theses set forth in this paper are:
1 Decision strategies employed in higher education

rest on a set of assumptions that rarely are ex-
amined closely.

2. These assumptions concern the conditions and
values found in particular decision environments
such as time constraints and preferences for change
versus stability.

3. Two conflicting sets of assumptions about the condi-
tions and values in higher education can be iden-
tified which have resulted in differing views of
what constitutes an appropriate decision strategy.

4. The range of conditions found in higher education
does not correspond fully with those assumed by the
polar forms'of either of these two appmaches to de-
cision.making.

5. Therefore, 'a mixed decision strategy is required
that takes into account the need for trado-offs be-
tween conflicting values such as the desire for ac-
countability versus the desire for autonomy.

Consequently, the difficult task facing an administrator is how
to assess the 'conditions and values that should be served in
particular situations in order to select the decision strategy that
is best tailored to his circumstances.

ASSUMPTIONS ABOUT DECISION STRATEGIES
Two assumptions need examination before launching

into thc description of specific decision strategies. These
assumptions have to do with the ability to comprehend and

...manage events.
Assumption No. 1: The world operates in_ways that

are theoretically discoverable and, at least in principle, sub-
ject to modification through the use of human ingenuity.
This assumption underlies the mainstream. of Western ra-
tionalism and is the hasis of -modern science. A random or
totally unpredictable world, or a world entirely 'governed by
unpredictable metaphysical forces, would relegate decision-

- making to activities such as rolling dice or conducting the
academic equivalent of- rain dances. There are, of course, cir-

_PLOYED IN THE
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cumstances where perhaps a throw of the dice or a rain dance
might have as much effect or. outcomes as the analyses we
condnct, but this, we presume, is a result of limited human
resources, comprehension, or timenot because of a world
that fails to follow tha laws of cause and effect. If this assump-
tion of causal relationships does not hold, then our attempts to
influence the course of our institutions through planning and
analysis aro futile.

A ssumPtion No. 2: A large number of the factors that
influence organizational behavior stem from the situational
constraints encountered by individuals and 'organizations. A
common quirk of administrators, particularly as they ascend
the hierarchy, is to view the behavior of those beneath them as
irrational at best and at worst willful and perverse. There is no
denying tha1 some people arc willful and perverse but,
generally. management actions based on that perception lead to
a heavy emphasis on control rather than on changing incentives
and constraints. Allnmpts le change behavior through direct ap-
peals and controls are usually unproductive, as Etzioni (1972)
has pointed out. A tendency to design general purpose decision
processes and attempt to fit them to all situations and f ields in a
Procrustean fashion has been a by-product of-this fotus on in-
dividuals' internal motivations. We are all familiar with the
unhappy PPEIS experience, a recent example of such an at-
tempt at a universal decision system. IThcision theorists are
coming to recognize that situational factors such as time,
resources, and varying levels of uncertainty have great signifi--
cance for the design of a decision strategy.

We have assuMed so far that higher education can be
analyzed, the course of events altered, and that the most pro-
ductive place to begin is by altering incentives and constraints.
What then are the most productive _strategies that can be
employed for this purpose? A description of two competing
strategies follows.

INCREMENTAL/REMEDIAL AND
COMPREHENSIVEIPRESCRIPTIVE
DECISION STRATEGIES

Two decision strategies have been identified by
theorists that involve differing approaches to organizational un-
certainty. Each approach is described below.

The Incremental/Remedial (I/R) Strategy
This strategy of dedision-making has -had a variety of

names. In the business world it is termed free enterprise.
Economists term it a free market system. Political scientists
have called it a system of checks and balances, incremental-
ism or muddling throughthe latter term usually reserved for
someone else's management process: In higher education the
UR concept lies behind words like autonomy and pluralism.
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DECISION STRATEGIES

This viw of decisimm ing has contrilmted to the notion
rooted in air past that that 14uviniiiiit governs hest that
governs least."

II is hard. al first glance, see Ihe common theme that
runs through all of these terms. A fuller description of this deci-
sion strategy should provide clarification. Mannheim (IMO)
describes the elements of the I/R strategy as follows:

There is no rusal for plannbig, no need for heing
told what is the right way of action. no need for
special inculcation of aims or stimulation of
motivation so long as there is (a) opportunity for
everyone: (b) free choim; (c) scope for experimen-
tation, for trial and error by the (d)
available information about the ridevant facts: (e)
last but not least. free competition. which in con-
nection with the previous factors will create both
the incentives intl the necessary wisdom to adjust-
ment.

Other dimensions of the strategy arc suggested by Braybrooke
and Lindbloom (1963):

It is decision-making through small or incremental
moves on particular problems rather than through
a comprehensive reform program. It is also end-
less; it takes the form of an indefinite sequence of
policy moves. Moreover, il is exploratory in that
the goals of policymaking continue to change as
now experience with policy throws new light on
what is possible and desirable. In this sense, it is
-also better described Os moving away from known
social ills rather than as moving toward a knewn
and relaftvely stable goal. In any case, it is policy
making that chooses those goals that draW policies
forward in the light of what recent policy steps
have shown tp he probably realizable; the utopian
goal, chosen for its attractiveness without thought
of its feasibility, is not ii heavy influence on this
kind of policy milking. In the frequence with
which past moves are found wanting and new
moves debated, it reveals both man's limited
capacities to understand and solve complex
problems and an unsettled. shifting compromise of
conflicting valoei. (p. 71)

Major characteristics of such a decision strategy include:
1) primary concern for the welfare of the individual.
2) uncertainly reduction through rapid, decentralized

adaptation to change.
3) social control maintained hy a system of chocks and

balances, and
4) a major focus on process specifications.

Ace untability. is maintained in such a process through
bargaining arrangements between interest groups. Central
polk:yrnakers are not held directly accountable for matters set-
tled by negotiation or without recourse to central authority over
which they have limited control. The diminished role of central
policymakers reduces the organizational distance between'
those who make significant decisions- and those who are
affected by them thus increasing sensitivity to the' problems
and desires of all parties. ThoSe affected by decisions are loss
likely to he viewed in detached and abstract terms. Freed from
the inevitable uniformity of centrally developed policies,
quicker and more responsive accommodations toleical circum:-
stances are possible. All of this sounds very good untiLone ex-
amines a different, and for many a mom attractive, approach to
decision-making.
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The Comprehensive/Prescriptive (CIP Strategy)
'Ibis method of ilecision-making also has a variety of ti-

tles. Anioirg them are: comprehensive /donning. conrdinotion.
monogement science. rollout!' decision-moking. and, if one Cs
critical, red tope. Bowen (1973) lists the major elements of this

prix:ess:
chair statement of goals with in uirili!riilg

of Priorities:
allocation of resources toward iUi1X1flttiU
returns in relation to the goals;
cost and benefit analysis including alloca-
tion of costs and benefits to particular in-
stitutions and to programs within iiititiu-
lions:
evaluation of actual results;
reporting on the evaluation to governing
boards, to sources of financial stipportin,
chiding possibly the general publicand
also to faculty and administrative staff.

The rationale for this process is described by Farmer (1972):
goals are required to guide the direction of
change:
change is.complex:
cost/benefit comparisons are required if
resources are limite(l:
cause and effect analysis is required if
specific end results are desired:
an analysis of investment is required if the
uniunagemeni or change entails differential

ii defensible system of decision-making is
required if the enterprise entails controver-

. sy and accountability.
The principal characteristics of the C/P decision pricess are
suggested by the titles it is given and the altribotes listed in the
quotations. Those aro:

) primary concern' for the welfare or tilo group;
2) uncertainly reduction through analysis. prediction

and implementation of logically consistent and corn,
prehensive policies:

3) soeial control through Inireaucratic structur'es and
processes: and

4) a major fecos on the identification and_measurement
of outputs.

As you can see, the CIP process takes a straightforlyard ap-
proach lo decision-making. That is, policymakers gel program
managers to slate their objectives-and to analyze thoroughly the
effects. and costs of alternative sets of inputs and processes.

Upon initial examination the output driven C/P
strategy seems more dirml, coherent, and rational than the pro-
cess driven IIR approach. Recently it has gained many
adherents among public.policymakers. Yet in its polar form il
has serious Iiinitations. Lot us contrast the limitations of the Iwo
strategies.

LIMITATIONS ON THE USEFULNESS OF THE
TWO DECISION STRATEGIES

Consequences of the IIR Strategy
One consequence of a decision strategy that minimizes

central planning and control has been tilled "the tragedy of the
commons.- Individuals who graze their sheep on a common



green have an economic incentive to keep increasing Me size of
their herds until eventually the green is overgrazed nd disas-
ter befalls them all (I lardin. Ms). A number of slates c,ir-
rently feel this scenario may well (Jesuitic the course we art on
as a consequence of the graduate program proliferation that vas
taken place during (he past 15 yerars. Other problems may stem
from tali:fund Mated fi:hoice:

1) Program duplication arul functional conflicts may
occur when there is a hick of central policy and
unregulate(I competition;

2) Program decisions may lie made more on the basis
of sectional politics and the distribution of political
prnver' than on analyses of statewide needs:

1) Competition between institutions or departments
may (iccur in artsts where .greater benefits would
result from cooperation:

4) Lical decisions often result in externalities that are
difficult to deal with without a central policylnaking
hody with the authority to enforce its decisions:

,tituent units of an organization. like in-
lend tO overly discount future beriefits----

they often would rather have the egg now than the
chicken laterso central planning is needed to en-
courage a longer view of (he consequences or ac-
tions: and

6) Higher education institutions. as public agencies.
are not subject directly to the discipline of the
economic market place because they do ruu receive
their income directly from the -sale- of their out-
putstheir market guidance comes from state
policies' and suuient demand.

As illustrated by these problems. the circumstances of higher
tulucation do not fit the assumptions of a pure Incremen-
(al/Retuedial decision strategy. State recognition of these
problems has lead to the recent growth of statewide planning
and coordination in higher education. A different order of
difficulties is confronted in employing the C/P strategy.

--Difficulties in the Application of the CIP Strategy
The primary limitations on the use of the C/P strategy

relate to the extent of man's knowledge and to constraints on
lime and resources for research and analysis.

1.) The outputs of higher education are difficult U) len-
til.), and measure:

2) There is no technical method for determining the
proper mix of outputs nor their proper distribution:

3) A single activity, such as research. may contribute to
both teaching and knowledge production in ways
that are hard to disentangle;

4) Theories of learning do not adequately explain the
relationship between inputs to the educational pro-
cess and the consequent outputs:

5) Analysis rests on past experience and the past does
not always accurately account for changes that will
take place in the future;

6)- Decisions often cannot wait for analysis, alternatives
do not present themselves concurrrently, and the
costs of analysis are hard ta-weigh against its uncer-
tain benefits.

Before going on to discuss the nature of an appropriate decision
strategy, given the shortcomings of both of these approaches. a
more detailed comparison of selected aspects of the Iwo will
further illustrate their differences.

Frank A. Sclunithhiin

COMPARISONS OF SELECTED ELEMENTS OF
THE UR AND CIP DECISION PROCESSES

The following figures compare selected assumptions
implicit in the two decision process strategies.
In most situations, the assumptions listed in Figures 1 and 2 for
each of the two decision strategies are only partly accurate. The
problem One faces lies in determining, for a particular set of cir-
cumstances, the extent to which each perspective is accurate
at what point does the appropriato trade-off lie between com-
prehensive analysis, planning and implementation, in contrast
to uncoordinated "muddling through," Decision strategies
should he selected on the basis of an assessment of just whip,
between these two polar apposiches lies the point of trade-off
most responsive to a particular set of environmental con-
straints.

EXAMPLES OF DECISION PROCESS WEAKNESSES
The connection between the rather abstract discussion

so far and its practical consequences can best be illuminated by
some examples. These examples of decision processes (hal ap-
pear to be insensitive to the prolilem of trade-offs are drawn
from a study of state budget formulation currently underway at
the Center for Research and Development in Higher Education
at Berkeley. They provide evidence of practices that err by too
great an emphasis on the polar assumptions of one or the other
of the strategies.
Example' 1, The executive and legislative branches of state

government are intended to act Its checks and
balances against one another. In one stale sepa
rate budget submissions were required for the
1974-75 budget by both the executive and legisla
five branches. These hudget submissions were
based on differing philosophies and had differing
data requirements. The costs of such a practice to
the institutions are very likely higher than the
benefits the stale gains by the adversarial stance
of the Iwo branches of the government.

Example 2. in three states- a highly- formalized PPB process
was planned for the 1974-75 budget cycle. These
PPB budget systems were initially, being tested
concurrently With the existing budge! schemes.
Budgets were submitted in both formals. The PPB
submissions were not utilized to any great extent
for decisions as they lacked data relevant to im-
mediate decision requirements. They rested on
unrealistic assumptions about measurable objec-
tives, and were rarely supported by data collection
systems tailored to their requirements. In addi-
tion, the attention to the procedu'res of PPB
resulted in less lime for analysis of issues than
Was the case under the older systems.

Example 3, In almost every state there is considerable unhap-
piness with the current methods used to develop
institutional budget requests. As a consequence in
many states budget practices are altered quite fre-
quently, Alterations require changes in data col-
lection practices, retraining participants in the pro-
cess and the development of new policies and
guidelines. All of this is very expensive and-time
consuming. In many instances the costs of these
frequent changes may very well outweigh their
benefits. Trade-offs between the benefits of
stability as against those of change in such situa-
tions seem to receive little explicit attention.

1 6



DECISION STRATEGIES

ENVIRONMENTAL CONDITIONS

Rate of change

Deadline-

Competing priorities

Repetitiveness

Casual relationships

Change technology

Out puts

Quantification

Location of economic and social
resources

Location of human resources

Information resources

Consensus

Functions
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Figure 1

PROCESS ORIENTATIONS OF THE PARADIGMS

DECISION PROCESS PARADIGMS

Comprehensiverescriptive

Rapid change intensifies the problem of pre-
diction and thus creates a ncvd to plan.

The presence of deadlines requires the a
priori analysis of events and the development
of timetables in order to identify and deal
with the critical variables.

Goals can-- be ranked and priorities
established on the basis of the analysis that
precedes policy choices.

Events are sufficiently repetitive and predic
able to make planning feasible.

Relationships are known or are discoverable
through analysis,

Critical variables that Must be altered are
controllable and a control technology is
available.

Goals and measureable outputs are essential
, to assess the accomplishment Of objectives,

Preciseness of expression and the manipula-
lion of data requires quantification of vari-
ables in order to develop effective models of
reality that involve complex sets of relation-
ship&

The analysis involved in planning requires a
-concentration .of resources in specialized
-analytic units.

Critical decisions are made by central plan-
ners and policy-makers so top planning

-offices have high priority for allocations of
human talent_
Information systems are required to support
central planners and policy-makers:

Specification of goals, measurement of goal
achievement, and analysis of causal relation-
ships will lead to understanding and consen-
su&

Functional conflicts, suboptimizations, and
dependencies.are rationalized and resolved
tlirough clear specification of objectives and
system views of problems.

1 2

incteinental/Rernedial

Rapid change makes analysis complex and
unreliable and plans are rapidly outdated so
decision-making must be remedial.

The need for maintaining options and a flexible
bargaining position causes decision-makers to
resist committing themselves to courses of ac-
tion much in advance of deadlines.

Goals are obscure, cannot always-be ranked
arid priorities are established on the basis of
negotiation over expressed self-interests.

Events need not be repetitive and predictable
for remedial decision-making.

Relationships peed not be known but effects
are discovered through response to decisions.

Change results from incremental remedial
adaptation and invention so decision processes
do not depend on a priori assumptions about
the state of change technology.

Means and ends are determined simul-
taneonsly through bargaining_ Explicit goals
and measureable outputs are not essential
since decision-making is remedial and incre-
mental.

An unsophisticated emphasis on quantification
can bias analysis by too great a concentration
of attention on variables that more easily Can
be quantified, or conversely, ignoring impor-
tant variables that , are not easily quantified,
and by using numbers in ways that over-

- simplify and areincreasingly divorced from the
reality they attempt to represent.

Resources for analysis are diffused throughout
organizations and centrally located units are
likely to be insensitiVe to the complex values
and circumstances throughout the organiza-
tion that affect the change process.

Critical decisions are made thraiughout the
organization and talent is required wherever
decisions are made.

Information is equally necessary at decision
points located throughout the organization.

Conflict is furdamental and inevitable and goal
clarification only exacerbates this-conflict sn
attention is given to "due process" and "rules
of reciprocity" as meam for conflict manage-
ment.

Functional conflict, suboptimizing and depen-
dencies are -resolved through "exchange"
mechanisms in the -market-place_"



, Figure 2

VALUE ORIENTATIONS OF THE PARADIGMS

VALUE ORILWATION DILF./s, 1AS

ability

Certainty/Risk

Analysis/Bargaining

Simplificatiort/Complexity

Clarity/Ambiguity

_x -i.- /Legitimacy

Cons -cy/Diversity

Control/Freedom

Accountability/Autonomy

Collective Interest/Individual
Interest

Prediction/Remodiation

Optimum/Satisfactory

Cooperatio Competition

Principles/Compromise

Quality/Equality

DECISION PROCESS PARADIGMS

Comore ve/Rr riptive

Rapid adaptation to or control of events is
necesary and prnsible.

Risks are reduced through analysis that leads
to improved predictive power.

CruCial facts are discovered through analysis.

Corrplexity is discovered and organized in
ways that give it meaning through foimal
analysis.

Clarity improves the quality mm1 decision-mak-
trig.

Expertise it the critical requirement for effec-
ti,e decision-making.

Consistent goals and strategies are
to achiffve given ends.

Frank A. Schinkipein

Increinentaffitemedial

Rapid change is costly and has
unpredictable consequences.

Risks are reduced by incremental
change and iemedial actions based
on the expression of self-interest.

Crucial facts are discovered through
bargaining that takes place in
response to actions.

COMple%ity i5 discovered by ,each
indrvidual reacting to his particular
self-interests and adjusting to the con-
straints imposed by his physical en-
vironment and the interests of others.

Ambiguity aids consensus and rna;n-
tains baqzaining positions.

Legitimacy i5 the critical requirement
for effective decision-making.

ry Diversity avoids compounding errors
when goals and strategies are uncer-
tain;

Consistent policies require the exercise of
management control.

, Responsiveness to the collective interest re-
, -'quires accountability to the central policy-

makers who aro the representatives of the
public.

Serving the colloe ive interest is a paramount
concern.

Decisions involve large sunk costs and
mistakes are costly so analysis and prediction
are crucial.

Values can be analyzed and can he ordered
so that optimum decisions are possible.

Coolvration between individuals with well-
defined roles leads to efficiency.

ValLies can be- discovered and ranked so,
therefore, principles can be defended on the
basis of evidences.

Equality i5 maintained by the 'controls
employed to implement plans and quality is
maintained by the broad application of con-
sistent evaluative criteria 1--P sanctions.

Mutual bargaining permits individual
discretion and avoids incapacitating
conflict through interaction and com-
promise.

Responsiveness to the collective in-
tereg requires freedom to bargain at
many levels with a multitude of con-
flicting interests.

Reconciling individual interests is a
paramount concern._.

Analysis and prediction are expensive
and uncertain so corrections are
made through decentralized opera-
tional decisions

Values are discovered from responses
to situations, and cannot be ordered
so, therefore, optimum solutions can-
not be defined accurately in advance.

Competition in an environment
characterized by unfettered bargain-
ing over perceved self-interests leads
to efficiency.

Values are obscure and are deter-
mined by bargaining and com-
promise so, therefore, principles are
elusive and are in conflict.

Quality is maintained hy the competi-
tive features of the market-place and
inequality is minimized by the rules
established for formal decision pro-
cesses.

Figures 1 and 2 are reproduced nom the follewing article with permission from the Educational Researcher: Schmidtlein, F.A. "Decision Process
Paradigms in Education- Educational Researcher, Vol. 3, No. 5, May 1974, pp. 4-11. The article in Educational Researcher treats decision strategy
in somewhat greater depth than does this paper.

115



DECISION STRATEGIES

Numerous additional examples can be listed, but given limited
space. some generalizations are in order.

A CURRENT PERSPECTIVE ON DECISION
STRATEGIES

In higher education today the dominant orierttation of
many policy makers, particularly at the state and federal policy
levels, is toward the C/P strategy. However, the conditions set
hy the environment in which higher education takes place and
the traditional values associated with higher education are
more nearly compatible with the use of the PR STRATEGY.
Consequently, despite the belief in the efficiency of the C/P
strategy and the use uf planning rhetoric, a high proportion of
decisions in higher education continue to be made on a dis-
jointed, incremental, remedial basis. Anyone dealing with a
faculty knows the traditional, bureaucratic model of top down
decision-making does not describe an institution of higher
education. A gap, thus, is visible between a C/P ideology and
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IIR practiceS in higher education. The attempt to close this gap
has resulted in an increase in evaluation, auditing. centraliw-
tion of decision-1 'inking and increased attention to accoun-
tability, This response to the gap between expectations and
performance of the C/P decision processes will fail and create
disillusionment because it does not deal with the basic con-
straints that affect the success of decision processes. In fact, a
focus on the willful behavior of people, which is the common
result of auditing and attempts to strengthen accountability, is
probably particularly ineffective since it ignores situational
constraints and fails to recognize that people's values and
ideologies are highly resistant to change. A nuinber of people
are now questioning the broader assuraptions that lie behind
contemporary concepts of efficiency, accountability and craw
prehensiVe planning. A new approach to policy formulation is
needed in, higher education which takes into consideration the
constraints affecting the legitimacy and effectiveness of deci-
sion strategies and which is sensitive to inevitable value trade-
offs.
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A DECENTRALIZED APPROACH TO THE MANAGEMENT OF A COMPLEX
RESEARCH UNIVERSITY

'The locus of authority in the contemporary college and
university seems to hold unlimited finicinalion for observers of
higher education. Everyone from the students to the State Board
of Control and the Governor seems to be searching for the
source of institutional power: and al; express varying forms of
exasperation at the futility of their pursuit. Ono thing most ob-
servers seem able to agree upon: whatever the locus of power
used to bc,--ilutocratic president. domineering Board of
Trustees, overpowering senior faculty oligarchy or w hatever
it has changed. with dispersion of authority the hallmark of the
new mode, making it ever harder lo locate end analyze power
and decision-making ai it has become diffused throughout the
system. "The receding locus of power" Noble and Pym (1970)
call it; -horizontal systems with collective leadership, . . in-
terlaced webs of tension in which control is loose, power
diffused, and centers of decision plural- is the way Cleveland
(1972) describes it for contemporary complex organizations in
general in his insightful essay. The Future Executive.

Simultaneously with the pursuit of "who:s in charge,
there has been an increasing cry for accountability on the can:I--
pus. The call 'for accountability and the tendency toward in-
creasing dispersion of institutional decisionJuaking have witla;
in them the seeds of a classic conflict: A dispersed authority
structure suggests decentralization and fragmentation of the de-
cision process. atomization into individual units that neither
lend themselves well to orderly control nor tidy analysis. Ac-
countability, on the other hand,, appears on the face of it to re-
quire uniformity in the language. concept, and style of th deci-
sion process so that wholes can be disaggregated to functional
levels for analysis. with uniformity in basic data elements and
program structure so they can be reTaggregated and analyzed
with respect to an objective-oriented outcome structure. As
well, a strong propensity for inter-institutional comparisons ex-.
ists, further suggesting the need for campus-wide definitions
and analyses.

Conceptually, accountability and a decentralized deci-
sion process need not he antagonistic. In the current state Of the
art they seem functionally to be so.

This paper examines the nature of the decentralized
dt,!;ision process in the complex research university, and dis-
cusses ways in which such an ,institution can at once be de-
centralized and-accountable. There is a tendency far the propo-,
nents of systems-oriented management techniques lo equate
accountability, with centralization of decision-making. This
paper, drawing on the specific case of Washington University.
argues that such techniques as program planning and evalua-
tion can function effectively in a decentralized setting.

The key, of course, is matching management teAnique
to the nature and needs .of the institution. It is no more ap-
propriate to try to impose the decentralized management tech-
.niques appropriate for a complex research institution on a

Louie F. Coor,
Washington University

single-purpose institution than it is to assume that a manage-
ment system designed for a wholly undergraduate institution
will work fur the complex research institution. Tailoring the
management system to the institution is as important as tailor-
ing the education program to the specific needs and capacities
of the students being served by the institution, What works
well for one institution may be quite inappropriate for another.

There are good reasons why complex research uOiver-,
sines are so decentralized. In its simplest terms, the research
university is decentralized because there are so many different
divisions or schools of the university doing so many different
things. My institution educates undergraduates in the arts and
letters:, in accounting and engineering, in sculpture and physi-
cal therapy; it trains graduate and professional students in
history, theoretical physics, law, painting, medicine, finance,
clinical psychology, urban design, und orthodontics. And it con-
ducts research, $45 million worth a year that is supported and a
lot more that is not. It gives lectures, concerts, short courses.
conferences, and consultations for the community, state, local,
and national. Everything we do fits one way or another the
program classification structure of the National Center for
Higher Education Management Systems (NCHEMS at
WICHE). Everything we do can be identified, attributed, and
crossed-over from whatever system we use to a cost per credit
hour and compared with everything else we do and everything
else every other institution does.

But to analyze our institution that way, using the tech-
niques available lo date, leaves a great deal to be desired.
Because the state of the art at NCHEMS does not adequately
recognize the fact 'that many of our costs are inextricably
mixed, with jointness of costs between undergraduate and
graduate,educulion and research, and because the state of the
art does not satisfactorily account fur differences in mission,
quality, and outcomes of these various distinct entities within
an institution like ours, distortion in analysis, and hence in
judgment, is inevitable:

Of greater importance than distortion -in analysis,
however, is the tendency to use such analytical techniques for
aggregative and hence centralizing purposes. Centralization of
analysis and.decision-making is not-inherent in the use of these
techniques. but it often accompanies their use, either because
those advocating and/or employing such techniques seek
greater centralization of policy information and implementa-
tion, with these techniques being a helpful handmaiden to that
end. or because the tendency to aggregate and centralize is ir-
resistible in the face of information that enables One to do so.

At Washington University, we believe a more effective
approach is to decentralize academic =program and fiscal
management. lodging those responsibilities at the level of- the
school deans, designing the system in such a way that they
have incentives to perform efficiently and effectively,

1 0
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DECENTRALIZED APPROACH

The premises on which the decentralized/incentiv ip-
proach rest at rny institution are these:

1. The appropriations model has significant limitations
for the private institution. Those responsible for
spending income must also bear responsibility for
generating it,

2. Responsibility for income and expenditure and
responsibility for program development, evaluation,
and control should rest, to the extent possible, in the
same hands. For my institution, this means respon-
sibility for both resides substantially in the in-
dividual schools, and, within the gchools, in the
hands of the dean.

3. Central institution-wide planning and management
fur the University is essential, but, to be successful.
it must be developed as part of an active interplay
with the primary constituent units within the institu--
tion. Management information systems are impor-
tant in providing the central administration the
capacity to set and evaluate overall institution policy
and to maintain control oftr the execution of that
policy, but a prime benefit of such management in-
formation systems must also be their capacity to pro-
vide discrete and relevant data as required by each
of the constituentunits for its own management pur-
poses.

4. A successful management system recegnizes the
dynamics of fiscal incentives in motivating human
behavior in an organizational setting and uses fiscal
incentiveg- to maximize accomplishment of goals
within that setting.

5. Complex research institutions derive income-from a
variety of sources, including direct support for
research and graduate training. The management
system must recognize the diverse nature of support
for each of the institution's units and provide incen-
tives for each Of the units to maximize return from
as many of those sources as possible.

We call our scheme the reserve school system because
each school is set up as a financially self-sufficient unit, respon-

. sible for making its income match its expenditure. To protect
against unforeseen deficits, the school is expected to develop a
nest egg, or a reserve, against which it can draw temporarily
until it can bring its income and expenditures back into

.

balance: thus the name, the reserve school system.
The idea of reserve schools is not novel, The Harvard

. concept of "every tub on its own bottom" has been around for a
long time. Nor are we alone in encouraging each school to take
greater responsibility for managing its own affairs. The
"responsibility-center" system launched two years ago at the
University of Pennsylvania and the "management center" con-
cept of Case Western Reserve University seem to reston simi-
lar premises. Each system. however, appears to have its own
characteristics, tailored to the specific needs of the institution.

Several things impelled our adoption- of the reserve
system. For one thing it had been in effect for many years in the
Schools of law, medicine. and social Work, three of our ten
schools. The rest of our schools have not, until recently, been
on such a basis. Rather, they have functioned in the more typi-
cal manner of most schools, with appropriations being allocated
annually from the central budget.

During the boom years of the early 1960S budgets in all
of our schools were growing so rapidly that there appeared to
be no functional difference between the performance of the

Table 1

WASHINGTON UNIVERSITY

,Central Fiscal Unit,

(Including Engineering)

(In Millions),
Fiscal
Year

Total
Expenditure

Annual
Dericit

Accumulated
Deficits

1969 34 9 .0 2.9
1970 36.3 .0 2.9
1971 37.6 1.5 4.4
1972 37.6 1.9 3.3*
1973 38.1 1.0 4.3

*1.1 million reduction in the deficit due to a sale of stock
given for operating funds.

Table 2,

WASHINGTON UNIVERSITY

School of Law

(In Thousands)
Fiscal
YeAr

Total
Expenditure

Annual
Real RS Reserve

1969 $ 675 $ $ 6
1970 852 '+14 20

CI 971 917 +60 80
1972 1,277 +42 122
1973 1,480 +106 228

Table 3

WASHINGTON UNIVERSITY

School of Social Work

(In Thoutands)
Fiscal
Year

Total
Expenditures

Annual
Results Reserve

1969 $1,135 $-19 $ 31
1970 1,153 47 .78
1971 1,167 51 129
1972 1,276 134 263
1973 1,371 12 275

reserve sehools and the non-reserve schools. As fiscw1 stress
began to occur in the early 1970s, however, we discovered
clear differences in the-annual results of the reserve and non-
reserve schools. The non-reserve schools, those in the central
fiscal unit. began showing substantial annual deficits as
depicted in Table 1.

At the same -time we were experiencing growing
deficits in the central fiscal unit, the opposite was occurring in
the reserve schools. The Law School, which had been running
deficits in the mid-1960s had- begun to function irr the black by
1971 (see Table 2), and Social Work moved out of a deficit posi-
tion in 1970 (see Table 3). Medicine, long a strong fiscal per-
former, continued to perforM well during this period,



Several .1 relevant in analyzing the
differential perforMance between the reserve schools and the
non-reserve schools. Professional education was attracting
growing numbers of students beginning in the late 1960s and
early 1970s. so income from student tuition was solid, That cer-
tainly was a factor in Law and Social Work where income from
tuition in 1973, accounted for 64% and 44% respectively of
their total budgets: it was less influential in Medicine where
tuition accounts for only 4% of the school's total annual expen-
diture.

As well, support for research and training were in-
fluential contributors to 2 of these schools. Social Work and
Medicine, with 33% and 65% of-their respective budgets coin-
ing from grants and contracts in FY 1973. ,

But the, overriding factor in the positive results of these
schools, we felt, was the fact that the school was responsible
for its income as well as its expenditures: the school operated
under the mandate to break-even or pay the consequences. As
well, the schools had an incentive not only to avoid deficits. but,
more positively, to perform well so that excess income gener-
ated could serve as venture capital for new or expanded ac-
tivities.

The most influential conclusion we,.me to in examin-
ing the performance of the reserve schools was the judgment
that the appropriations process, however well it worked in a
time of expansion and bountiful resources, was not well suited
for periods of slew-down or retrenchment. As income began to
soften, expenditures continued to soar with those responsible
for expenditures showing little regard for the shifting- income
base. Thus, we found we had the worst of two worlds. The
schools controlled the program, and, with that, a large part of
the capacity to generate income. The central administration, on
the other hand, was responsible in the traditional appropria-
tions paradigm for providing the funds necessary for the
programs. Admonition, constraint, and care in allocating
revenue could only go part way, we found, in maintaining a
balance between income and expenditure.

If funds are being provided regularly from outside the
institution, as in the case of a legislature for a public institution,
the system of internal appropriations Model can work If mak-
ing the strongest possible case for needing more money to an
outside agency can in fact succeed in getting that money, then
responsibility for generating as well as spending need not rest
in the same hands. But that is not the case in a private univer-
sity. Either additional income must begenerated by a variety of
techniques internal to the institution, appropriations reduced,
or a deficit will result. It was our conclusion that the best way to
avoid the deficit was to put responsibility for income and ex-
nenditure in the same hands. For us that meant the deans; andr-
in the late 19605. we set about putting more of them nn a
reserve basis.

We started with the School of Dental Medicine in 1969.
The school. in 1967, was running a deficit of $200,000 on a total
expenditure of about $1 million. While the applicant pool for
the school was strong, about 10 applicants for each available
space, the school was in antiquated quarters that made contem-
porary teaching methods and an active research- program
difficult. The University administration and the Board of
Trustees concluded the situation at the School of Dental
Medicine should not continue over the long run, and, after
careful planning, the school was set on a course to reserve
status in 1969. Table 4 shows the results.

During the period of this conversion to reserve status,
the federal capitation program. plus fUnds for capital improve-

Lattle F'. Coor

Table 4

WASHINGTON uNivoisay
School of Dental Medicine

(In Thousands)

Fiscal
Year

Total
Expenditures

Annual
Results Reserse

Total Value
of Grants

& Confracts

1965 9 million 138
1966 1,1 million -197
1967 1. i million -204
1968 1.2 million -101
1969. IA million 6 104 444

1970 1.9 million +120 224 999
1971 2.3 million +157 381 1,282
1972 2.1. million +149 530 1,077 "
-1973 -2.2 million - 6 524 908

'Reserve Status introduced

ment, which totalled $2 million for the period, were very in-
fluential in the success of the conversion to reserve status. In-
'deed, it is doubtful if the fiscal and educational development of
the school could have succeeded without that help. Each
school, however, has differing ways in which it can generate
additional income if there is incentive to do so, a principle that
has prayed an important role in our decision to adapt some form
of incentivelreserve system for each of our schools. For Den-
tistry it simply happened to he federal incentive money for
facility-improvernent and for enrollment expansion.

There is evidence that the incentives hav:e_prompted
development in the schoel beyond the more evident induce-
ment of the capitation and facilities money. The school now
generates suhsrantially more income from its student fees. for
example. as a result of its deciSion to go on a year-round .basis.
thus enabling it to handle substantially more students in the
same facilities in each 12 month period: Since 1973, the year
the 12 month operation was introduced, the yearly enrolhbent
has increased and income from tuition has increakd from
$622,000 in FY 1973 to $957,000 in FY 1975. It is our belief that
the incentive to generate new income was instrumental in in-
ducing the school to adopt these more cost effective measures.

Our School of Engineering and Applied Science, the
other of our schools on its warto reserve status, offers another
geed example of the succes, of our concept of the de,
centralized/incentive approach. The School of Engineering in
1970 was running a deficit of $790,000 on a total expenditure of

Table 5

WASHINGTON UNIVERSITY

School of Engineering and Applied Science

(In Thousands)
Annual

Fiscal TotLI Operating Grants &
Ymr Epcndhures Results Reserve Contracts

1970 4,788 -790 2,130
1971 5,120' -950 19 2,094
1972 5,094 -898 17 2,048
1973 5,514 -271 130 2,079
1974 5,475 -285 108 1,761
1975 5,642 -108 83 \ -2,003
1976* -100
1977. 0,0

'Estimate
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$4.788 million. We placed the school on an 8-year plan to
achieve reserve status in 1973, and, as Table 5 shows, it is now
expected to achieve break-even with some reServe by FY 1977,
4 years ahead of the planned date for reserve status. Except for
adverse performance of its endowment in FY 19M, the result of
a large share having been placed in a total return concept
capital pool. the school might have made reserve, status next

. year.

There is nu single reason for the unproved perfor-
mance of the school. Rather, careful planning and management
by the dean has resulted in the convergence of several factors
to accomplish these favorable results. careful recruiting has
built the undergraduate student body from an FTE Of 475 in the
spring o(1970 to 650 expected in thb fall of 1975 with a signifi-
cant increase in the quality of entering students! Similarly, by
careful planning and pruning, the faculty size has been
reduced from a full-time faculty of 70 in 1971-72 to 61 in
1973-74. Importantly. sponsored research has been maintained
at a high level.

Because the dean had the responsibility Tar income as
well as expenditures. and had the incentive to perform more
effectively so as to fund growth and development for the
school, we have a much better school educationally as well as
fiscally.

This same belief has set us about planning ways to
bring our four other schools (Arts and Sciences. Architecture,
Fine Arts and Business) onto a reserve, or at least a modified
reserve plan. (The tenth of our schools, the School of Continu-
ing Ettucation, has historically functioned in the black, on a
type of reserve basis, and we are endeavoring to keep it that
way.) -

In the meantime, we have introduced an incentive
scheme for non-reserve schools that encourages them to im-
prove _ their income-expenditure relationship as a way of
generating some additional income for venture capital within
each school. For the most part. this medified reserve plan cur-
rently in use for these four schools enables them to carry for-
ward unspent funds if they have met their income and gift
targets for the year,. In addition a research reserve has been set'
up to enable them to share in research income generated. It is
our plan to move-these schools onto a reserve basis as feasible.

At the heart of our.decentralized/ineentive plan is the
belief that the best decisions, educationally and fiS'eally. can he
made at the school level. We do plan al the institution-wide
level, and individual schools are required to conform to a set of
institution-wide policies and procedures, such as tuition rate.
locus of basic discipline instruction, and salary schedules. In-
dividual schools do not function in a policy vacuum. Their
policies, procedures. and key decisions are worked out in close
cooperation with the central administration. All in all, our eX-
perience to date confirms our view that.decentralizing respon-
sibility offers the greatest opportunity for successful perfor-
mance.

Advantages and Disadvantages
The advantages of our system are several. They can

best be sumMarized by a rephrasing of the premises on which
the cancers! rests. The most salient advantages are:
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1. The system recognizes the fact that those who
are responsible for program decisions should be respon-
sible for the financial consequences that accompany
those decisions.

2. It recognizes the dynamics of fiscal incentives

1 3

in in'Otivating human behavior in an organizational set- ,

ling aml uses fiscal incentives as the basis for fiscal ac-
countability.

-
, 3,,,,At recognizes the pluralistic nature of a com-
plex research, university.

4. It r2icognizes the diverse nature of finanCial
support for thri complex research university and pro-
vides incentives for academic units to maximize return
from as many o those diverse iitirces as'possible. In an
interesting way. it makes the schools more responsive to
student need _and demand.

.

5. II perimits the development and maintenance
of central contrel over institution-wide characteristics. It
permits movement along a rentralized/decentralized
continuum depcnding on program and/or the circums-
tances of the minent; it provides a diversity of decision
strategies as circumstances within the university re-

1quires-
6. II do..s enable us to plan and use prodnctive

new manageme I techniques but to do so at the opera-
tional level. and to use the analytical techniques for unit-
by-unit planning and management without converting
our entire reward system to an arbitrary formula of dol-
lars per credit libur on an institution-wide basis. We can
be selective with management techniques;using them as
individual program levels require, end as the slate of the
art permits. 11 does permit analysis al the institution-wide
level, but does not place the whole burden of analysis
there.

Obviously, as with any system, there are disad-
vantages. Among the more salient are:

1. The rich and the poor sometimes are forced to
live side-by-side, and if the central administrative fi-
nances are not sufficient to tide over a worthy unit
through lean times until its circumstances improve, rein..
tions can be strained. In my judgment, this is the most
significant potential problem of this approach.

2. Without a 'strong central administration and
good working relations between the central administra-
tion and the deans, the following could develop:

a. A divergence in, policy, especially with--
espect lo quality, among schools, with the possibility

of competition between schools for students and
funds.

b. The systern could lead to unhealthy frag-
mentation within the institution,

.:_.

c. The system could prompt schools to set up
their own educational subsets, because of cost and
staffing advantages, leading lo greater overall costs
and to a weakening of overall educational strength of
the University.

Every approach has its disadvantages as well as its ad-
vantages. We al Washington University obviously believe on
balance the advantages of _this-approach considerably outdis.
tance the disakantages. A key to the success of the de-
centralized system l have described is the quality and ability of

;the deans and the relationship between the deans and the
central administration.

The role of the dean is absolutely crucial. It can be com-
pared, in many ways, to that of the president of a college. With
an excellent._and wise dean, the school can flourish; with one
who's mediocre, the school will not do well.

It is important to point out, in conclusion, that our



system ducts nol (61)race "the market phict! Ii defined in
classic terms, nor is il institutional anarchy There is central
direction for the institution. The front office dues set basic in-
stitutional priorities and phiy a significant role in developing
and implementing central plans for the institution. The tubs on
thdir own bottom neither float aimlessly. no totally indepen.
(lenity. We do maintain institutional standards. There is active
and productive collaborMion among schools. We do chart our
basic course and analsrle our results. we are accountable.

But we. do recognize diversity, rewant ingenuity and
entrepreneurship, insist that those who spend also earn, give

F. coor

incentives for good performance and rewards for tlwse who ac-
complish it. Ours is an approach that requires subtlety in
definition and in operation, tolerance for uncertainly and am-
biguity, greater confidence in the capacity of the deans to per-
form, and greater Willingness to give !tin roym to do so and to
pull them up short when they do not

Ultimately the value of the approach we use is that 11
conforms R) the way in which our inslitylion is ilesigned, and
the way in which il is likely .to function well. In choosing the
right management system for an institution, ftwre is something
lo be sakl for that.

Cleveland, H. The (mute e corive: A guide for tomorrow' mowers. New York: Harper & Rows 1972.

Noble, R & Pym, B: Collegial authorityand the receding locus of puwr. British Juir,iaI olStciulugy, 1970, 2/, 431-445.



MANAGERIAL STYLES AND DECISION-MAKING IN HIGHER EDUCATION

Higher education, as we are all painfully aware, is un-
dergoing significant and rapid change. Frum the post-war boom
of the 40s and 50s through the student disruptions of the 00s.
we now find ourselves in the mid-70s. entering a period of
severe fiscal crisis. Diminishing resources for higher education
will impact colleges and universities in a variety of ways. One
of the ways will be to modify radically management styles and
decision-making in higher education_

Frank Schmidtlein has outlined two contrasting
paradigms for decision-making in higher education. The Incre-
mental/Remedial approach which reflects the autonomy and
pluralistic nature of higher education and takes into account the
collegial model of colleges and universities and the Com-
prehensive/Prescriptive paradigm-which reflects the coordina-
tiVe and analytic approach. Lathe :Coors has' described a
modified Incremental/Remedial paradigm which focuses on

. the Incentive/Decentralized concept of institutional manage-
mentparticularly as characterized at Washington University.

In our view, however, the problem of decision-making
in higher education needs to be addressed, not from the histori-
cal perspective of what has been, nor from the current perspec-
tive__of_ what is but..renre. importantly, 1mM:the-future perspec-
tive of what will be. In the- past:- resources were available to
,acceimmodate the errors of faulty planning. The many Carnegie
studies published over the past few years warn us that no
longer will there he the insulation that protects higher educa-
tion from the impact of unrealistic assumptions.

The Distinction BetWeen Management and Administration
Bemuse of the rapidly changing environment in higher

education, colleges and universities must adopt a new manage-
ment perspective in governing their operations. For a variety of
reasons, however, college and universities have restricted in-
novative approaches to management_ It has been our ex-
perience that, indeed, to many the terrn "management" borders
on obscenity! Arid yet, to many of these same people, the term
"administration- is acceptableindeed, palatable. Academia.
in clinging to its collegial model of operation. seems unwilling
to recognize the need for manligement.

But what is management in higher education? Richman
and Farmer (1974) describe the distinction between manage-
ment and administration:

Some functions are performed by both. managers
and administrators. in different wdys. Manage-
ment involves strategy, innovation initiating and
bringing about change, creative problem-solving
and decision-making, actively seeking out alterna-
tives and opportunities, reformulating goals and

- priorities, redeploying resources, negotiating,
resolving conflicts dynamic or active leadership,
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diplomacy, statesmanship, and a high degree of
risk-taking and entrepreneurship. (pp. 14-15)

These characteristics of management arc clearly desir-
able attributes in the coming period of diminishing resources,
an era for higher education which will require innovation and
perhaps radical change if many of our institutions are to stir-
iviinvuee.:What then is administration? Richman and Farmer con-

,.

Administration implies more routine decision-
making and cperations, and the implementation of
goals, priorities, and strategies, usually deter-
mined by others. It is more concerned with follow-
ing predetermined policies, procedures, and
regulations. It tends to be much more adaptive,
passive, and reactive than management. and it is
much more of a closed system concept primarily
concerned with internal efficiency and operations:
It is also more concerned with internal monitoring
and control than with external environment
change and strategic planning. To us at least, ad-
ministration implies bureaueracy. Thal is noi lo
say...that it is not important It is, and effective
management needs the support of competent ad-
ministration and administrators, However, in the
turbulent environment in which most acadernic,in-
stitutions ,now find themselves, effectiVe and
professional management is more critical than
conipetent administration. (pp. 14-15)

The characteristics of administration as described by
Richman and Farmer are appropriate it seems for a status quo
approach to maintaining the enterprise. The distinction then is
that mangers decideadministrators implement. And in the
changing environMent of higher education, we believe manage-
ment will play an ever-increasing- role. Indeed, for many in-
stitutions, survival may depend on the institution's willingness,
to adopt, if not embrace, a philosophy of rational management.

Resistance to Management
Management, however, is a notion alien to many in

higher education, Balderston (1974) describes this alienation
succinctly:_" , new approaches to- management are very
much needed and are on the way. yet management is counter to
the university tradition. To some of the important audiences it
is a term conveying insult and provocation" (p. 2),

The attitude toward management, on the part of some
faculty, indeed on the part of some administrators, causes un-
necessary resistance to the adoption of management principles.
For many academics, there ig confusion between management
of the institution and managing individual faculty. These arc
distinctly different concepts. Translating the concept of a ra-
tional management perspective into the concept of managing



the individual faculty is, of course, a false argument. But il is an
undcrstandiible conclitsion when one considers; that many in-
stitutions are currently operating in a mode akin to McGregor's
(1960) TheorT X. what Peter Drucker (1974) calls the pater-
nalistic approach to management. For higher education,
Drucker's paternalistic management may he regarded as in
loco porentis managementwhere individuals-responsible for
institutional decisien--making have adopted a basic philosophy
that faculty and ileparlment heads are immature, unreliable,
unethical; and,thus cannot be trusted to ihake rational deci-
sions. One opthe interesting manifestations of the paternalistic
approach_36 management is that most individuals who are
operating under the in loco parentis mode of management
ironically resist similar management philosophies applied to
them. in short, they expect autonoiny from above and seek obe-
dience from below. For these reasons resistance to the adoption
of a rational management perspective stems not only from the
faculty but also from many of the people who currently occupy
management positions in today's oolleges and universities.

New Areas of Management Concern
As we have said, higher education is in a slate of transi-

tion. For one thing. higher education in American society seems
to have reached a plateau. Glenny's (1975) keynote address
affiruis this plateau and forecasts decline. In the years ahead,
most institutions,. in order to survive, will have to concentrate
more of their efforts in areas that have not been s.ifficiently ad-
dressed in the past. For example:

1. Colleges and universities will have to justify their
existehce and demonstrate their worthiness to
various constituents of the institution, both internal
and external.

2 For many institutions, both public and private, ex-
tensive efforts will he necessary in order to maintain
levels of student demand.

3. Virtually all institutions will have to be increasingly
innovative and imaginative in deploying scarce
resOurces effectively.

Justifying an institution's existence and demonstrating
its worthiness_ requires political skills and improved informa-
tion. Political skills are necessary to know how to most effec-
tively accomplish the task of reaching the institution's consti-
tuents and to tell the stony in terms that are effective and
understood by the constituents. Improved information will he
necessary in order to have the basic facts which supporrthe
story.

In order to maintain student demand it is necessary to
employ general marketing skills in the broadest sense of that
term. To maintain student demand may require major
modifications of the institution's programs as advanced tech-

-nology and improved communications result in more rapid
shifts in societal preferences. Responding to these shifts will re-
quire effective program planning. Better information will be es-
sential.

Imaginative and innovative deployment of scarce
resources requires basic resource management skills. Simply
stated, good management practice will result in more effective
resource use and higher productivity. Again, information will
be the kny!

1
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The Need For Rational Management
Some institutions have been facing these problems for

many years. For other institutions, these areas are of immediate
concern. If these problems are present today, why isn'i it evi-
dent thffi institutions are making significaht inroads to justify-
ing their existence, to maintaining their student demand, to
deploying their resources effectively? John Keller has referred
to higher education as -a resource consuming. output produc-
ing enterprise. capable of heing managed in the ccnventional
sense." And yet, such management is not evident. Why? The
answer, we suggest. is that higher education has not accepted
the notion of rational management. In many cases, the execu-
tives of the institutions, the! people Who occupy the manage-
ment positions, are not managers. Consider for the moment
your own institution. For example, how many of your deans
have been appointed to their position of academic leadership
based on their management capabilities? How many senior ex-
ecutives in higher education do you know who have been
trained or selected because of their management expertise? In
your judgment, what proportion of higher education's (Amu-
tiVes have demonstrated management skills?

To prepare for the future; we must train a new breed of
college and university managers Men and women who are
skilled in leadership and decision-making. e sensitive to
the purposes -of higher education in &air octet and who
understand the nature of the academic 2se new
managers of higher educalihn will require a pa...co role for
institutional research.

The Challenge to Institutional Research
The function of management, we have said, leader-

ship and decision-making. Effective, rational management in
higher education requires both better managers and better in-
formation, As Balderston (1974) wrote. "lust as decision-mak-
ing is the core function of management. informed and rational
decision-making is the core of effective management" (p. 99),

The challenge to institutional research will be to facili-
tate effective,management by providing information in a timely
manner.- Bear in mind, however, that information is not
restricted to quantifiable data. Indeed, the,good analyst brings
to bear on a problem all aspects of information that will facili-
tate rational decision-making. New technologies, coupled with
increasing demands for data will soon bring most institutions
up to a reasonable level of data capabilities. Data is no longer
the issueinformation is! In order lo prepare for the manage-
ment styles and decision-making requirements of future higher
education, institational researchers must now turn their atten-
tion to the subjective aspects of information. We must begin.to
develop good policy analy§_is capabilities and develop within
our profession the necessary skills and capabilities to supple-
ment quantitative information with qualitatiVe judgments on
the policy implications -of humanistic, environmental, and
societal aspects of institutional problems. The changing
management styles and decision,making roles in higher educa-
tion offer io institutional research a new challenge. That

'challenge is information. Inforniation in its broadest terms. It is
now our responsibility, as practitioners in the field, to meet this
challenge.
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THE PROGRAM BU ETING EXPERIENCE IN WISCONSIN

My purpose in this discussion is not to present a
theoretieal treatise on MS, but rather to share with you some
of the eiperiences of the University of Wisconsin System in
relating to the requirements of state government placed upon
state agencies for presenting budgets to the legislature. Within
this context it is well to remember that the State of Wisconsin
has taken pride in the fact that it has been in the forefront in the
implementation of program budgeting procedures.

The laws of the State Of Wisconsin assign the respon-
sibility for objective setting and performance- evaluation to the
State Department of Administration. The statutes read:

that (1) all departmentsrother than the legislature
and the courts prior to each budget period on the
date and in the form and content prescribed by the
departntent shall prepare and forward to the
Department of Administration the following
program and financial information, (a) a Clear
statement of purpose of each budgetary unit; (b)
clear statements of specific objectives to be ac-
complished by specific dates, (c) proposed plans to
implement the objeaives and the estimated
resources needed to carry out the proposed plans.
(d) a statement of legislation required to imple-
ment proposed program,and fingncial plans, (e) a
clear statement of the. methods of evaluation of
results of the program services including the infor-
mation necessary for evaluation purposes.]

In response to the statutory requirement that state agen-
cies present budgets in a programmatic format, the Department
of Qministration instructions on budget preparation state:

Objectives are defined us the stated prirPose of an
organization toward which its services are
directed. Identifying Meaningful objectives is a
fundamental step in -the program budgeting pro-
cess, therefore, a clear statement of objectives
should logically precede each determination of a
specific cdurse of action. Objectives relate to
achievement and not means and therefore arc out-
put oriented rather than input oriented, They pro-
vide the basis for minting the activities of the agen-
cy to executive and legislative intent as well as the
basis for performanee evaluation.z

The statutory requirement and 'Department of Administration
interpretation of this requirement have meant that the Univer-
sity of Wisconsin System was required to develop a process by
which its budget request, to the legislature could he presented
in a modified program bUdget format.

The first step in this process was relatively easy. For
several years the University has had on activity code as part of
the accounting 'and budgeting processes; hence, it Was

Elwin F. Cammack
Univ rsity of Wisconsin System

---
relatively simple to present the budget request in terms of the
primary programs of instruction. reseaMh, and public service.
as well as supporting programs of general operations and ser-
vices, physical plant, academic support, ancl some other
specific accounting/program. requirements Much more
difficult and challenging to the University System was the re-
quirement that specific program objectives be established in
such a way that the achievement of these objectives,could be
evaluated by agencies of state government. We were im-
mediately faced with the dilemmas that face all of higher
education. Specifically, our dilemmas were, (a) what are the
"outputs of the higher educational enterprise," (b) how can
these outputs be quantified, and (c) by what criteria can the
achievement of the stated objective or output be measured. The
answer to these questions becomes even more diffiCult in an
environment in which it is expected that budgetary contractS be
made as part of a biennial budget process with the implication
.that the evaluation of performance can be accomplished at the
end cif one or two years. Thus, we not only had the problem of
attempting -to identify the outputs and criteria by which they
could be measured but a severe limitation of timing since it
should come as ne surprise that many of the -objectives of the
higher educational enterprise" are achieved over an extended
tithe period and not within one or two years.

Notwithstanding these difficulties the University
System has. made .a concerted and, I believe, somewhat suc-'
cessful effort to comply With the Mquirements of state govern-

,. ment for e'programmatic approach to the budgeting process: I
would hasten to add that the initiative in this effort has not been
entirely with state government. As I have mentioned earlier,
we had earlier built within the accounting and budgeting
systems the ability to identify activities such as instruction,

.research, public service, and the supporting activities.
Let me try to summarize in a much oversimplified way

the approach the University of Wisconsin System.has taken to
this problem. First, it was determined that to attempt a "zero
base budget approach" was an unrealistic approach to explor-
ing and testing some of the concepts to be used. Thus,.it was
decided that we would begin with an attempt to devoid') the in-
cremental part of our budget request in such a way that specific
objectives could be identified and "quantified" in such a way
that an evaluation of performance could be made possible. The
techniciue used was what we chose to call a decision Item nar-
rative format. This format consists of three general compo-
nents: first, a brief title description of the oroposel along with
an identification of the program/subprogram in which the re-
quest falls; second, a summary' of the budget requirements, a
necessary step in identifying the budget requc Ind, third, a
statement of Intended accomplishments and hi ,tions. It is
in step three that we have attempted to identify tilL information
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necessary_to meet the statutory program budgeting format. This
section includes: (a) a statement of proposed goals; i.e.. what
general accomplishment is intended and how does it relate to
the mission, to the institution or unit; and (b) specific objec-
tives, that is. what specific objectives, that is, what specific ac-
complishment, benefits or service outputs are proposed. The
statement of specific objectives are to include criteria'by which
the results of-progress of proposed projects will be evaluated.
This implies that the statement of objectives must establish the
primary criteria for evaluation. These criteria should cover the
essential considerations of effectiveness, extensiveness, effi-
ciency, and an added dimension, time.

I would net leave you with the impression that we have
discovered either ways to identify in quantitative terms the ob-
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jectives of the educational enterprise or to evaluate both quan-
titatively and qualitatively the achievement of these objectives.
Rather, we have attempted to approach the problem in a limited
and somewhat exploratory environment recognizing full well
the. constraints under which we are working. I believe we
have, however, been able to focus our thinking on the relation.
ship of proposed new programs included in the budget request
to broad missions and rather specific program objectives of the
various campuses within the University of Wisconsin System
and that our budget development has a defensible and consis-
tent oVerriding rationale. We are continuing in our attempt to
improve the process, recognizing full well that major questions
remain as to whether or not, in fact, PPBS is either appropriate
or desirable in the educational enterprise.

'Manual on budget preparation. Madison: Bureau of Planning and Budget, Depart

p. 16.

13'd

nt of Administration, 1972, p. 5.



COMPREHENSIVE PLANNING N STATE LEVEL DECISION-MAKING FOR
HIGHER EDUCATION

The term program budgeting is g nerally used to describe a
decision-making process which:

1. identifies and examines the objectives of each
program or activity under consideration.

2. Analyzes the outputs of these activities in terms of
-____their objectives. .

3. Analyzes rodirptograrn-cpsts_and =projecti .objec-
tives, activities, and program costs-into the ftititre.--=

4. Analyzed'program alternatives in order to determine
the mopt efficient-arid effective means of obtaining
objectiv&----

All of theseeheracteristics suggest a method of decision-mak-
ing_in sharp contrast to the legislative budgetaty process de-
sdribed by Wildavsky (1964) in The Politics of the Budgetary
Process Wildavsky found budgetary decision-making in Con-
gress to be experiential, simplified, and incremental. Ugis-
lators tend to rely on past experience and earlier appropriations
to guide their budgetary decisions, and they seem to be less in-
fluenced by sophisticated analyses than -they are hy gross,
-common-sense" analyses and their subjective assessment of
an agency head's competence. Agencies tend to ask for more
than they expect to receive and legislators tend to appropriate
an amount that is-a small increment gmater than the previous
year's appropriation. According to Schultze (1968) "PPB (Pro-
gram, Planning, and Budgeting) seeks to replace, at least in
part, [this] pernicious practice of incremental budgeting" (p.
23).

Implicit in Schultze's statement is the assertion that
program budgeting will produce appropriations decisions
which are Superior to decisions made through incremental
budgetary procedtires. Presumably PPB will give decision-
makers the information necessary to identify inefficient, in-
effective programs and more cost-effective alternatives. Armed
with such. information legislators can presumably maximize
cost-effectiveness by reallocating resources.

.Of course, the powers of PPB have been widely dis-
puted. Some suggest that it is Impossible to develop the infor-
mation and analytical skills required for comprehensive plan-
ning on the scale proposed by PPB. Others of a more cynical
stripe contend that political decision-makers would nolpy could
not use rational analysis, even if PPB procedures. ware per-
fected. The pertinence of these criticisms to state level budget-
ing for higher education Is the subject of this paper;,,

The Impact of Comprehensive Planning-An Empirical
Test In Three States

The difficulties involved in assessing the output of any
of the multifarious programs subjected to the scrutiny of pro-
gram analysts are compounded when ono attempts to analyze
the output of a program budgeting system. Hence, .in an ex-
ploratery study recently completed, I settled on a simple cr1-

Paul E. Linger) feller, Illinois Board of
Higher Education

terion for the effectiveness of PP_11.-IrPPB is an effective tool to
help legislators make more-rational, less incremental decisions,
the decisions_rnade in states-) using comprehensive planning
techniqua should be qualitatively and quantitatively different
froM those made in states without such techniques. Ergo, deci-
sions made with the assistance of comprehensive planning
techniques should appear less "incremental- than those made

--withont these techniques.
In o-ffl-er-to-test thislypottissis I examined institutional

requests, governors' recommendations by-institution, and legis-
lative appropriations for the years 1963 to 1974 in three states-
Illinois, Michigan, and Wiscpnsin. Illinois did not use program
budgeting techniques until the end of this period, but its Board
of Higher Education is generally conceded to be one of the
stronger statewide agencies charged with comprehensive plan-
ning for hfgher education. Wisconsin developed one of the
model program budgeting systems among the states during this

Figure 1

VARIOUS MODELS FOR PREDICHNG
APPROPRIATIONS DECISIONS

Modol Steam 9 5l. Constant
Constant

Sie.

A. Previous III. 91 .984 1.31 .0000 _1960. .99

Appropriation
Predlettna Mich. 154 .903 1.270 .0000 879. 4002
99999ALS .

1_, 73 1.301 .0000 22404. .0001

A. Previous III. 117 .900 1.065 000 2127. .0007
Appropriations
Prealetina Mich. 154 .997 7.098 0000 113. .1121
Governors.

Recommeoaetion Wisc. 4 .984 1.25 535. .0001

C. Requesr III. 97 ,988 MI .0000 430.

Pretiletine
Cvvernors1 Minh. 160 .994 .059 .0000 179,
Reedapendations

W109. 46 .994 ,950 .0000 0880. .088'

0. Request 111, 96 . ,0000 341. .52
Pradirtine
Appropriation MInk. 148. .9 .053 .0000 .158, .50

1 .989 .964 .0000 35. .0014

S. Covarnera1
aeromaen4mti n

i 1,001 'MOO .86. .71

PrndtntIng Mich, 14 97 .9090 111. .43
ApproprIatio

6100 , 4 10071 .0000 5725, .035

7. PriVi009 ill, lOW .991 4.070 .0000 1610. .0017
ApproptietIon
Predicting Hloh, 140 .993 4.004 .0000 012. .0002
Appropriation

Wi.,, 33 .985 1.347 .0000 13307. .006
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Figure 2

PREVIOUS APPROPRIA11ON PREDICHNG APPROPRIATION IN ILLINOIS, 1 2-74
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Figure 3

Plth/OUS APPROPRRTION FREDIC1ING.APPROTRIA11ON IN MICHIGAN, -74
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Figure 4

PREVIOUS APPROPRIATION PREDICTING APPROPRKTION IN WISCONSIN, 1 2-75
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period and had a statewide coordinating agency until, in 1971.
its Iwo university systems were merged under a centralized
governing hoard. Michigan had neither,an effective statewide
coordinating agency nor a program budgeting format during
this period.

Several linear regression models based on models
developed by Davis; Dempster, and Wildavsky (1966) to simu-
late the incremental budgeting process were applied to the in-
stitutional budgetary data collected in these three states. These
models predict budgetary decisions at each stage of tlie ap-
propriations process on the basis of past decisions in the pro-
cess. The units of analysis in this modeling exercise were the `
specific elements of the budgetary prmessrequest, gover-
nor's recommendation, and legislative appropriation for each
state institetion in each budgetary year. If my hypothesis con-
cerning the impact of comprehensive planning and program
budgeting were to be supported. the pattern of budgetary deci-
sions in Wisconsin might appear less incremental than the pat-
tern of decisions of Illinois, and both of these slates should cer-

3ainly show less "incremental- decisions than Michigun.
As Figures 1 through 4 show, budgetary decisions at

every step of the budgetary process may be predicted ex-
tremely well by antecedent budgetary decisions in all three
states. In all three states requests may be pre1k3ed extremely
well hy previous appropriations, governms' recommendations
may be predicted extremely well by requests and previous ap-
propriations; and final appropriations may be predicted ex-
tremely well be previous appropriations, requests. and the
governors' recommendations.

Although this analysis should not. be blithely
generalized to other stioLls nor to future periods of time, it
strongly suggests that stability is the dominant characteristic of
the higher education appropriations process. Whatever the im-
pact of comprehensive planning techniques may have heen in
these states, they have not effected significant redistribution of
resources nor have they produced appropriations patterns
which differ from those found in a slate not using comprehen-
sive planning techniques.

A Model of A0proprialions Decision-Making
A number of interviews with individuals involved in

the appropriations process in these states suggested that the
politics of higher education appropriations follows the classic,
interest group model of political behavior. This helps explain
the stability of appropriations deCisions over time and the ap-
parent failure of comprehensive planning leclinklues to pro-
duce non-incremental decisions.

Decision-makers at the state level consider every alter-
native in terms of its impact on interested groups and in-
ilividuals in the state, Other factors may be.considered hut most
politicians believe that a certain way to have a short career is to
ignore interest groups. Established higher education institu-
lions actively pursee and defend their interests in the political
arena. Although the power of institutions may vary. each in-
slitution. almost by the fact of its existence, is able to command
some support in state government. In coalition, institutions can
cemmand significant support hecause a large number of voters
and economic interests have a slake in the welfare of higher
e(local

Tliese factors quite naturally militate ha:continued sup-
port of higher education institutions along the lines established
by past appropriations. Influential individuals may develop n
non-incremental policy prefon ice (hosed on comprehensive

Pool. E Lingenfelt-,

planning. pii!cial utility, or other personal values). but the pur-
suit of that policy preference will be heavily influenced by the
support or opposition it generates among other individuals with
_influente in the appropriations process. Political actors have a
limited supply of political -capital"; they are unlikely to waste
their resources in a hopeless effort to obtain a policy outcome
which is widely opposed.

Figure 5 is a simplified schematic representation of the
decision-making processes Observed in the state agencies. les-
islatures. and executive offices of the three states. Although in
places the model speculates thought processes that cannot 66
observed directly. it is based upon actual interview data in
these states. The major components of the model are:

1. Policy preference formation, depicted on the top
row of the model.

2. Peosibility testing, depicted on the smond row of
the model.

3. Pursuit of policy objectives, depicted on the third
row of the model.

Almest by definition, non-inun-mental, redistrihOlive
policy objectives will arouse opposit:on in tha appropriations
process. Indivkleals seeking such objectives usually abandon
their pursuit early in the process. The successful pursuit of a
eon-incremental policy requires sobstantial political capital
("clout" in some states), high motivation, and in most cases,
some unusual event (such as a campus riot) whicIrsaps the po-
litical resources of those who would oppose change.

The Uses of Comprehensive Planning in the Poli ical
Environment

. A popular vieW of the pelitical process is that it is
hopelessly irrational at worst and, at best, incapable of re-
sponding effectively to changing conditions and needs. Some,
finding support .for these assertions in the data presented
above. may conclude that comprehensive planning efforts are
wasted in the political arena of state:level decision-muking.
am not quite willing to accept either this judgment of the politi-
cal process or the conclusion that comprehensive planning is
not useful at the slate level,

The data reported show that appropriations for public
colleges and universities are stable, predictable, and incremen-
tal. They do not show that these decisions are. irralkinal. Most
institutional representatives would agree that sharp increases
or decreases in appropriations for ,a single institution would
have'negative consequences likely Ii i outweigh the benefits ob-
mined, Sharp increases do not .allow for orderly planning and.
efficient utilization of resources, and Sharp decreases strain the
adaptive capabilities'of an institution and reduce the income of
individuals and economic organizations which serve the in-
stitution. It is little wonder that significantly non-incremental
change is resisted. or that the likelihood of successfully achiev-
ing a non-incremental change is inversely related to the size of
the proposed change. Clearly one function of representative
government is to insure that the rate of change in governmntal
policies does not exceed manageable proportions.

These assertions. however, do not rule (nil a useful role
for program budgeting and other comprehensive planning tech-
niques in slate-level decision-making. Program budgeting tech-
niques provide information to guide the formation of policy ob-
jectives fur imlividoal decision-makers al the stale level.
Moreover. infin'mation and analysis have NMu influence on '

decison-makers, and infermation generated through PIM tech-
niques may b a useful resource in the political processes
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through which decisions will be made. While it is unlikely that
PPB techniques-will have sufficient irripact on higher education

'appropriations to reduce significantly lhe predictive power of
the quantitative incremcntal models of decision-making used in
this paper, PPB techniques have been used and will Conlinue te
be- used te provide a ratiohal direction for change:in higher
education-even if change must occur through relatively small
incremental steps,

An example of lhis role for comprehensive planning
techniques occurred recently in Illinois. A program cost
analysis developed by the Board of Higher Education staff
revealed wide disparities in the cost of similar programs in
state universities. A reallocation of funds from the relatively ex .
pensive institutions was used to Support new programs
developed in the entire state system. If the entire amount of
"over-funding" identified had been reallocated, or if the over-
funded institutions had been given no new program funding,
the impact of the reallocation would-havrrbeen devastating on
these institutions. (Moreover, the Board's recommendation
would never have survived the legislative process.) Instead,
only one-third oldie over-funding was reallocated, and all in-
stitutions were given new program money. A quantitative
analysis of these budgetary decisions would look much like the
data reported earlier. However, even though the change front
the previous year's appropriations is relatively small, a careful
analysis would show that the high cost institutions ritceived a

1 47i

Are there
constraints imped
implementationy

Act affirmatively ]

no
Objective
Implemented?

percentage increase two to five percentage points lower than
that received by the ether institutions.

This interpretation of PPB's role in state government in-
directly addresses the widespread concern that comprehrmsive
planning techniques will provide a means for ill:advised
bureaucrats or politicians to make capricious decisions which
wreak hawk on higher education. To me, this concern implies
the rather curious notion that bureaucrats and politicians will
become more capricious and ill.advised as they become better
informed. In my experience the lack of good information has
never preventi!d an ill-advised stale official from pursuing a
capricious policy objective.

Although the information available to decision-makers
in a PPB system may provide some temptation to pursue
sweeping changes. I believe the independent power of budge-
tary techniques to stimulate such behavior is vastly overrated.
Governors and legislators pursue sweeping changes because
they believe a change 'is needud and/or because pursuing
change works to their political advantage, The depths of their
conviction and their political power ore much more important
factors than the budgetary systmt they use. Public institutions
must protect themselves from capricious political actions under
a PPB system in the same way they protected themselves
before PPB was developed. They must work in the political
process to protect their interests and to promulgate their con-
ception of the public interest.
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PROGRAM BUDGETING: AN EVALUATION FROM ACADEMIC PLANNING,
BUDGETING, AND SYSTEM PERSPECTIVES

An increasing number of campus officers charged with
academic planning and budgeting responsibilities have had
numerous occasions to work with deans and department chair-
men in program budgeting techniques. The process of educa-
tion that both groups have gone throtighthe chairmen in the
process and the campus officers in the politics of academe
has resulted in many observations and 'conclusions in regard to
program budgeting and its relative success or failure on higher
education campuses.

The impetus toward program budgeting systems haS
come largely through government. Several state governments

require that all departments conform to Planning Program-
ming Budgeting (PPB) routines, and mom have set deadlines
for future conformance. Thus, the state-supported universities
are the ones most heavily involved in making the changes nec-
essary to meet the new requirements. It appears, however, that
in some cases the combined effects of ,time limitations.
pressures exerted by the State, and stubbornness on the part of
the University have led to a uniformity in adversary relation-.
ships rather than in.form or substance of coMpliance. The chief
problems in accommodating education to program budgeting
systems appear to be the construction of the program budget
and the lack of agreement.on standards of definition or in
evaluating'the quality of performance. It is also accurate to say

. that many of those who have experienced these systems at the
college or departmental levels find mbny morn problems with
the process and its products as they relate to compus political
environments.

How do we in universities look at these systemswha
on they do for or to the educational process? The evidence is
all around us that our universities are neither adequately pre-
pared nor enamored of the changed agenda requiring planning
programming budgeting systems.

I believe that a prerequisite for the successful use of
program budgeting is a favorable predisposition to its use. Hav-
ing been introduced simultaneously with fiscal retrenchment in
higher education. -many people view program budgeting as
documentation for less. Unless there is a strong belief that this
system will make a positive contribution and that this contribu-
lien is needed, program budgeting will remain an unrewarding
exercise. Also, this system requires a thought pattern that runs
in quantitative channels. with most departmnt chairmen this
change will be difficult, if hot impossible. Heim (1972) stated
the problem in applying program budgeting at the departmen-
tal level quite well: "The ma in problem seems to be 'dial
academicians practice what might by called ivy-halled per-
sonal-factor administration."

The higher levels of University administration regard
the departmental chairman as ii first-line supervisor, responsi-
ble for interpreting and enforcing university policies and
regulations and for making sensible allocations of the depart-
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ment's resources, Department members regard the chairman
a colleague and as their agent in bringing to the department

what it needs from the university administration. In situations
of conflict and scarcity, the chairman cannot be totally satisfy-
ing to ,hoth groups all of the time.

With the freqUent rotation of the chairmanship now
more the rule than ever before, them are some major conse-
quences-for systems like progrim budgeting. In departments
there is an emphasis on collegiality and consensus methods of
operation. The incumbent is aware that next year or the year
after, the colleague with Whom he mtist disagree, or on whom
he seeks to foist an unwelcome decisionmay be the chairman
instead of himself. Furthermore, these rotations produce a
quite variable skill of administration over time, since the
capacity for a.dministration is unevenly distributed in a typical
group of university faeulty members. This amateur and uneven
capacity results in the devolution of power on administrative
staffs who are relatively unprepared to deal with^program
goals, objectives, and evaluations.

The foregoing illustrates one reason why program bud- .
geting is not successful within many institutions. Many chair-
men do not possess the understandings and skills necessary -in
the use of management systems. If they have-not been thinking
in planning and program budgeting terms in their disciplines,
they do not know what systems can do or cannot do or' how to
use them.

There is another important element involved in the'
meaningful utilizatioe of planaing programing budgeting
systems. If management and planning systems are to make 41
major impact- in improving institutional 'decisions, the univer-

-shy president must be an ardent follower of the approach and
must secure its application throughout the institution. How
many presidents have given more than lip service to program
budgeting? institutions are faced with many hard decisions to-
day. Any hard decision is painful. It means bestmiring
resources on one; denying them to another.

How many chairmen, or deans or presidents will con-
sult the program budget report and follow HS logic for decision-
making? Why?

Thesefactors raise a critical issueis program budget-
ing appropriate to the organizational structure and practice in
effect in universities today? Or may its likely benefits be over-
stated for educational organizations? We must, as stated
earlier, consider the political milieu of higher education.
Against the personal diplomacy background of higher educa-
lien it is important to note that program budgeting tends to
stress the economic or resource allocation functions of the
political system and virtually ignores demands and allocations
which are prirnarilY value-laden or which re-distribute political
power, In short, while program budgeting can help clarify the
relative economic-resource costs and benefits of education,



there are relative social-value and political power costs and
benefits which are not taken into the balance of aceounts.

Every political system has some formal rules which
provide for the government of its institutions. Some of the rules,
like the division of powers between the university president,
the deans, and the faculty, play havoc with program budgeting
because program budgeting assumes a political system that can
authoritatively establish goals and objectives.

.Political systems also have customary patterns of opera-
tion or norms, which informally govern the system. Hence; a
decision-making tool like program budgeting which has
"normed" in a political environment governing defense ap-
propriations at the national level may have serious limitations
when used in a political system (the upiversity) whose norms
do not follow the cugtomary patterns.

Conclusion
The assumptions of program budgeting may obviate

Arthur L. Oiiiis

many of the realities of the political process on campuses, its,
norms, rewards, and sanctions. Furthermore, program budget-
ing systems lose much of their utility in higher education
because most educational objectives, for a variety of reasons,
defy precise identification and quantification in their definition.

This treatise is .far from complete in addressing the
past, present. andiuture of program budgeting in higher educa-
tion. Further research in the areas of accountability, produc-
tivity, student evaluations of teaching, academic planning. and
evaluation, as well as theories of resource allocation and their
relationship to the system approach to higher education is re-

- quired. We must reexamine the assumptions of program bud-
, geting systems, refine their conceptual parameters, and thereby

hopefully increase their relevancy to campus management.
Rational decision-making--is higher education ready

for it? I think not, unless we clothe the skeleton of program
budgeting with a form and fit appropriate to the environment of
higher education.

Heim Management systems and budget n
2(2

hodology Do they meet the needs and will they work? NACUBO Studies In Management, 1972.
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DATA FOII STATE BUDGETARY_DECISIONS: ARE CENTRALIZED HIGHER
INFORMATION SYSTEMS WORKING?

An information explosion fueled by increasing- de-
mands for centralized information and made possible by a
rapidly advancing data processing technology is occurring in all
sectors and aspects of managemeM. Not surprisingly, this ex-
plosion also characterizes the manageMent of public higher

itv-other.secturnanagement it is not entirely
clear which 'of these two forces, technolog§ or ltnan
information:, is most heavily influencing the trend driving the
process. e

In a recent study of state budget processes for higher
education in 17 states, we found widespread interZst in infor-
motion and centralized data gathering systems, but extremely
uneven implementation and use of systematized information.,

, This paper discusses some -of the expectations held out for
these information systems, the Current development of these
centralized systems with respeet to state level budgeting pro-
cesses, and some of the organizational and political obstacles
which hinder.system dei,elopment. The technological progress
in information collection clearly exceeds the sophistication and
awareness of the many behaviorial constraints affecting imple-:
rnentation. However, the problems usually discussed concern;
technological aspects of information reporting rather than
behaviorial features. Thia focus is doubly inappropriate if the
concern over data collection is. symptomatic of a loss of trust
between agencies and between higher education and the
public rather than an instance of information failure. In this
paper we restrict discussion to significant organization and po-
litical issues because it appears that lhey have been insuffi-
ciently emphasized in current policymaking.

Richard J. Meisinger, fr. and Ralph A. Purves,
°University of California, Berkeley

formation will limit the bargaining power of institutions.
On the face of it these expectations do not seem un-

founded. However, many of diem bear a reseMblance to lbe
general articles of faith that management needs the information
it gets and can use the information it wants, two assumptions
that have been challenged repeatedly (Ackoff, 1967).

----Asirrthiapplication-of_other_methods_cifinanagement
improvement, both institutional executives and state-level ad-
ministrators probably expect too much of improved information
in the budget development process. Frequently, improved data
colleetion systems are seen as the remedy for a wide range of
deficiencies in interorganizational relationships. It should be
noted that many information reforms have been started within
the last two budget cycles,-so that all the results are not yet in to
allow for a comprehensive review of the stale of the &rt.

Expectations
Restrict!ing-the discussion to the more pragmatic conse-

quences of exp- nded information access and centralized infor-
mation flows, proponents of centralized data collection systems
suggest that some or all of the following will result:

1. An improvement in the logic and rationale of bud-
getary choiees.

2. Better management and efficiency of the institutions
themselves since the information a centralized in-
formation system requires is useful to the institution
itself.

3. Greater institutional fiscal control and account.
ability.

4. A reduction in multiple requests for information on
the part of responsible stale agencies.2

Also, it seems In be generally assumed that in a lime of hedge-
tory stringency and leveling resources greater information
flows will be useful in trimming back budgetary demands.
This premise follows from the time-proven principle that
knowledge (information) is power, and the expectation that in-

a
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Current State of Centralized Data Collection System
Development

Given the above expectations, a centralized state-level
information system for higher educatiorrmay take a variety of
forms. Whether the system is manual or computerized, it ap-
pears essential that it have the following components in some
form:

1. Institutidnal data collection on such areas as busi7'
ness transactions, budget, employed personnel, stu-
dents, and facilities..

2. Standardized aggregations and definitions for cod-
ing of the data.

3. Reporting system to a central source (scheduled,
manual, or machine-readable).

4. Central storage (manual or automated memory).
5. Resourcesf for decoding, retrieval, and diStribution

by the central souice.
,

These five components deal only with the routinized collection
of information, If information systems are to'have any imi;act
on the budget process,.analysis of the information is essential.
However, analysis must often be geared to a particular policy
environment and is not as easily routinized as the collection
and storage process.

Implementation of these five or similar components of
centralized information systems and subsequent analysis has
been very uneven across the slates. Based upon our findings of
what state agencies actually do, it appears that the slate-level
interest in centralized data collection systems has been precipi-
tated by the increasing ad hoc demands for information made
by individual agencies.. However, attempts lo develop com .
prehensive s§stems which would encompass these demands
are relatively new. In particular, it appears that the ability to
analyze instittnimial data has probehly been exaggerated.

The institutions have, in general, made great strides in
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collecting information about themselves. Many have partici
paled in. National Center fur Higher Education Management
Systems (NCHEMS). College -and University..Systems 'Ex-
change (CAUSE). National Association of College and Univer-
sity Business Offieers (NACUBO), and other workshops in
order to implement various data collection structures and pro-
cedures. In some inStances the resulting data systems are par-
tinily or wholly auto-mated.

Coding of data according to standard definitions and
aggregations_ is well underway, but dealing with higher educa-
tion data involves a number of particularly difficult problems
that understandably have not been resolved to everyone's
satisfaction. Difficulty in specifying outputs of higher education
and in obtaining agreement on allocation procederes for sena-
rating tbe joint preduction processes of instruction and
research are !wo such problem* The data structures developed
at NCHEMS have been adopted in some degree by many states,
mostly to the point of identifying the major programs of the in-
stitutions. Furthermore, the accounting-structures for most in-

. stitutions are bwed upon the functional accounts developed by
NACUBO andJn most institutions the discipline categories

developed for the Highertrallriformation
Survey (HEGIS) am 'also used. However. the impact of these
data structures on the budget process is often indirect because
the organizational structures and decision processes of the in-
stittitions do not necessarily change with their new data struc-
tures and systems.

There is a greater centralization now than ten years ago
of the information Collection function under the state higher
education,agencies. To the extent that there is central collection
of information the function has been generally assumed by the
state higher education agency, be it an office of the slate depart-
ment of education, a coordinating agency. er a statewide 'con-
solidated governing board. With few exceptions executive
budget offices and .legislative figcal staffs appear willing to
leave this responsibility with the higher education agency
whether the stale is just -beginning to implement some
centralized'process or is:already committed to such a system.
These agencies responsible for data collection-generally have a
designated information officer with,a title such as director of in-
formation systems or information coordinator. This central re-
porting proces's has become institutionalized to the greatest
degree in those states with consolidated governing board
systems as in the University of Wisconsin System. State
University System of Florida, the University of Hawaii System,
or the Board of Trustees of Institutions of Higher Learning in
Mississippi.

In most states centralized reporting lakes place largely
through submission of budget requests. Thal is, data to be used
in reviewing budgets is appended to the budget request by the
institutions. Other data reporting activities such as HECIS may
be centralized, but these rarely have any opportunity to in-
fluence the budget process.

Automated central data files of budgetary information
rarely exist: The Slate University System of Florida has such a
capability with its routine submission of dafil tapes by institu.
tions, and the Senate Fiscal Agency in Michigan has such a
system based on manual data submissions.. This developing
capability Is more likely lo be found with the staffs of consoli-
dated governing boards because they have greater power to oh .
lain data and more need to use it for internal management par-
poses than do other typos of agencies. With usipect to other
stale agencies, a number of executive budget offices and legis.
halve fiseal bureaus use automat(' systems for la;,dating
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budget changes and recommendations during the review pro-
cess -

- Retrieval of information has become sufficiently
sophisticated in a few states that information can be supplied in
various formats, through the use of crosswalks. These have
been used quite effectively to cross-categorize program or func--
tional information by object of expenditure class categories.

In the 17,states examined we noted that analysis of in-
formation in the budgetary process tends to be simple and ab-
breviated, in part a consequence of time constraints. The
evaluative features of analysis may be.limited to making a few
straight-forward comparisons.'and in most instances such
analysis at the state level concentrates on additions to last year's
budget'. Quite frequently. reliance on standard operating pro-
cedures or rules of thumb such as formulas replaces or sub-
sumes analysis. When- comparisons are made theY usually
focus on various indicators or tests of reasonableness, such as
measures of preductivity, student-faculty ratios, or unircosts of
one sort or another. These generalizations cannot do justice to
the analytical efforts of some state agencies and theyno doubt
exaggerate what takes place in others. However, the vast bulk
oLstute agency analysiS is of this cursory nature.

In the context-TAMt-Ft-we-components :noted.several
ether 'observations can be made relating to trends in the
development of centralized data reporting systems. In some
states implementation of information gathering procedures ha's
boon associated with the development of Planning Program
Budgeting (PPB) Systems, either for.higher education budget-
ing or budgeting for all state services. Since these systems
could not be implemented over a short period, it has been
necessary to carry along information in at least Iwo different
structures. Information for the traditional budget system has
been continued while budget data for the riew PPB system is
developed. Consequently, several states have parallel budget
submissions and, therefore, a _relatively heavy information
load. Connecticut, Michigan, Hawaii, pennsYlvania, and. Wash-
ington are slates which have attempted or are attempting to im-
plement a program budgeting system and have a designed re-
dundancy in their budgetary information systems.

The demand for more and better information has fre-
quently led the legislative fiscal staff or the executive budget of-
five -to omit the state higher education agency into developing
more extensive systems for higher education. In Colorado,c'
Nebraska, Hawaii, and Michigan legislative interest in
systematized higher eduCation information was ,,xtrlicularly
high. HoWever, only in Michigan has the legislative staff itself
undertaken the'job of implementing comprehensive informa-
tion collection. In California and New York slate budget offices
have stimulated information system efforts in the multicampus
systems of the state,

Although it is not 'universal, the development of info
mat i Qn systems has in some instances served as a substitute for
still- controls over institutions, In Now York the development of
an information system for the State. University of New York
system was a condition for relaxing certain controls or budge-
tary practices previously practiced by the Budget Division.
Similarly, the state college system in Pennsylvania has
regained curtain personnel management prerogatives as a con-
sequence of providing information to stale agencies. This is not
to say that public higher educalkm has generally come under
IMIS control by slate agencies, but rather that such controls are
not linked in a direct way with greater information reporting.
The control that is exercised through position control, pre7
audit, and _line-time appropriations may he extensive, The len-
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dency to use these devices appears to us to he unrelatd to the
provision of information except in some instances where state
agencies have relaxed such controls umler the condition that
institutions or systems report more fully on their own opera-
tions.

Obstacles To The Implementation Of CentralUed Data
Collection Systems

The degree to which the various expectations held by
proponents of management information systems are realized
varies from slate to slate. In all cases observed, the develop-
ment of statewide management information systems has been
hindered by a number of technical, organizational, and political
constraints, with SUMP states surmounting these obstacles bet-
ter than others. The distinction between organizational and po-
litical obstacles to the implementation or ccniralizvd data collec-
tion systems on the one hand and technical obstacles on the
other is a rather gray area, with overlapping boundaries. The
evidence demonstrates, however, that considerably more atten-
tion is paid to the technical problems of implementation than to
the political and organizational ones. Without sufficient atten-
tion to the latter -issues, statewide information systems will
never realize their desired potential.

Centralization of data collection has not been without
its problems. II has not, for example, necessarily alleviated the
information demand overload experienced by the institutions.
Usually, the demand for information increases when there is a
systematic way to collect it. Moreover, centralization has not
reduced considerably the duplication of requests for informa-
tion. Added to the demands imposed by the centralized data
collection system are. the -ad hue demands of other agencies
which go directly to the institutions for information not readily
available through the central systems. In these circumstances it
is difficult to determine whether or not a centralized informa-
tion collection system improves the efficiency and effectiveness
of the budgetary process. S6veral political and sociological
obstacles to the implementation account for this confusion.

Obstacle No. I: Limited Resources Available to Collect
Information

Information is extremely costly to collect, more so than
most management inforrnation system designers claim or anti-
cipate. For example, information specialists in Florida (with
one of the most technically sophisticated systems in the coun-
try) did not anticipate the high cos;s of implementation. Thus.
one must have a good notion of the most useful kinds of infor-
mation for various decision levels before devising a system to
collect it, The utility of cost.,data, for example. gets a mixed
response across the states examined. Wisconsin collects cost
data because they are used heavily in budget review and
allocation processes. On the other hand, the Regents staff in
New York does not collect very much cost data because they
are of tittle use to the staff in program review. Thus, whatever
the decision on the coverage of the information system, it must
be congruent with the users' needs.

Also. consideration must he given to staff resources. If
there are not sufficient staff members to analyze the informa-
tion, there is little sense in collecting it. The staff'size. not only
of the collecting agency hut also of other potential userslegis-
lative fiscal staffs and executive budget office sOffsis an im-
portant issue. In Tennessee. Illinois, Wisconsin, Florida, and
Hawaii the state higher education agency has a much larger
stall devoted to information collection and budget review than
do other agencies at the state level. Thus. these stale higher

eilm:ia ion agencies are bound to collect and he able to use more
information than the other agencies. Not unexpectedly. the
larger statesCalitiiinia. Illinois. New York, Floridahave
larger staffs at the state level and, consequently, have a greater
information:capacity than smaller states. A constraint facing a
staff or any size is lime. Ir. for example. an agency is allowed
six weeks to revise the budget. only a limited amount of data
can be assimilated.

The information system designer must consider as well
the timeliness of the information to be collected. Much informa-
tion is obsolete by the time it is processed: the biggest problem
facing most users of centralized information-collection systems
is getting data on recent events. Designers are faced with the
dilemma that the areas of greatest weakness in information
systems arc also those wherein information collection is so cost-
ly that it is prohibitive:

Obstacle No. 2: New Actors in the Budgetary Process
As the number of actors in the budgetary review pro-

cess increases, the types and amount of information desired by
all the Participants in the process increase accordingly.
Moreover, additional agencies lead to problems of timing,
because each agency needs information at different times. A
Telatively new agency in The budget review process in most
states (except in such legislatively-dominated states,as Texas
and !.:: r:Assippi, and in California) is the legislative fiscal staff.
Until recently, legislators depended upon harried legislative
research staffs or the executive budget office staffs for informa-
tion and analyses of agency budget requests. As legislators
begin to seek a more active part in The budget review process.
they establish special staffs to provide guidance and analysis
on fiscal matters. Although some legislative fiscal staffs have
existed for Several years with small staffs, recently many such
staffs increased their manpower to become comparable to and
competitive with executive budget office staffs (and, at the
same time, state higher education agency staffs). The prolifera-
tion of new staffs and the iucreases in staff sizes cause strains
on existing or proposed information collection procedures.

Obstacle No. 3: The Newnem of an Information Collection
System

While the term "centralized information system .

used rather frequently. very few stales employ central auto-
mated information systems which service all or even most of
the needs of all state agencies. The quality and quantity of ser-
vice that the central information collection agency provides
varies widely. Consequently. in all of the slates examined.
other state-level agencies collect some of their own information.
Is this redundancy in the information collection process neces-
sary? Yes, in part, because some desirable information is not
obtainable through the information system. Just as important.
some of, the information reported by new data. collection
syz:lems is unfamiliar to the user. New information requires
new analyses. which take time to prepare. A change in tradi-
tional channels of information flow triggers for organizational
actors an increase in uncertainty until the use of the new,
system becomes routinized. In every state studied this uncer-
tainty is reduced threugb practice with the ncw system. In the
meantime; however, agency staffs continue io seek the kinds of
data with,which they are familiar, usually through ad hoc re-

=quests directly to the institution in question.,
One'obstacle to the implementation of a centralized in-

formation system, especially one built upon the NCHEMS Pro-
gram Classification Structure categories, is the resistance of leg-



islators and, to some extent, their staffs, who argue that infor-
mation is too aggregated by the PCS categories to Im of much
use. Many It!giSlators want information on organizational units
by object of expenditure hccause they have hecome ac-
customed to working with such information. It is much easier to
compare object lines across slate agencies than it is progatms
programs are hy their nature particular as well as complex, and
do not easily lend themselves to comparison. Altentio6 to the
details of budget rdluests is the traditional incremental style
which discourages evaluation of progthms themselves. As leg-
islative staffs become seasoned and familiar'with the latest in
information system formills, resistance to the more program-
male: data elements may subside. The hurden then falls to the
legislative staff member to make the caussover from his
nalysis to recommendation which the busy logislatof can
grasp. Several state information systemsnotably the Illinois
Board of Higher Education's Resource Allocation and Manage-
ment Program (RAMP) system and Hawaii's disaggregation of
program data by line cost categoriesinclude crosswalks to
make existing data more usable to different parties.

Obstacle No. 4: Piggybacking Information Collection on PPB
The redundancy of information requests is charac-

teristic of states which have sought to introduce PPR into their
budgetary processes. Program budgeting provides information
on programs rather than on organizational units. As noted, it is
nol easy for a review agency to make the transition from one
type of information to another. In Michigan the legislature
failed to gel the information on organizational units that it had
formerly rmi':ived. Consequently, the legislative fiscal staff
issued its own requests for information, resulting in the
equivalent of two parallel hudget submissions and information
bases. In Connecticut the executive budget office requires the
submission of two different agency budget requests. This re-
quirement is in addition to a third format requested by the
Commission for Higher Education, The executive budget of-
fice's program hudget format buries objects and expenditures
in the PCS categories, However, before the executive budget
office in Connecticut can move to program budgeting formats
only, there must he some sacrifice of detail. Thus, different in-
formational needs lead to some redundancy in budget requests
of the Commission for Higher Education and the executive
budget office.'The Commission needs information in less detail
than' the budget office and uses an appropriate formal.

institutions in Washington will have to prepare two
sets of requests for 1975-77; one request will use the new pro-
gram formal, and the other will employ the existing formats,
Although Hawaii doeti net employ a dual budgel.requesi for-
mal, 11 has encountered information collection obstacles in im-
plementing its PPB system, Significantly, the program budget
and related information of the University of Hawaii are not
used by the executive budget office in its review. although
allotments to the University are made in terms of programs.
Time is very tittle indication that the legislature is really using
the program information either, although the legislature was
the source of the mandated PPB procedures. These three,cases
have in'common the fact that a new procedurePPBappears

. 16 be desirable in the abstracb'but has associated with it prob-
lems of implementation. With sufficient modifications to fit
more clOsely the particular environment and existing informa-
tion coneclion and 'budget review procedures. some obstacles
can be overcome and the problem .of redundant information
minimized Stales such as Wisconsin and Florida which have
introduced PPB have coped with some problems of redundancy
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by severely modifying the PPB approach to link it with the ex-
isting procedures and the available expertise.

Ohstocle No. 5: Existing Accounting Structures
A serious obstacle to implementation of information

systems is the need to fit information collection into the existing
accounting structure. he it a stalw:vide (state-imposed) account-
ing structure or a higher education systemwide structure Fre-
quently. imlividual campuses have their own accounting struc-
tures built around their programmatic and organizational
features. When attempting to implement an information
system, it is difficult to mesh the various accounting pro-
cedures. This meshing could be viewed as a technical problem,
hut it is also a politiol one. Institutions and systems of higher
education reluctantly trade their established procedures for
another set of rules. They not only knew how to operate best
within their own rules, but are concerned that somehow a new
accounting or information system will expose the institution in
some unanticipated way. Technically. too, it is difficult to ob-
tain comparable and compatihle data across institutions within
a stale or across ws:ems within a state.

Obstorle No. 6: Involving the Sources and Users of
Information

The active participation of the higher education com-
munity and potential users al the slate level can facilitate imple-
mentation of data collection systems. Such involvement not only
conveys to the state agencies knowledge of what information
exists and is collectible at the institutional level, but it also gives
the institutions some indication of what information is required
by the state-level agencies and how these agencies intend, to
use the information. Such a discussion tends to alleviate soMe-
what the institutional concern that the information will he used
-against' the institutions." Across the 17 slates examined, there
is a wide range of participatory involvement in the develop-
ment of the information systems. These practices range on the
one hand from Connecticut, Florida, and New York. in which
there was wide involvement of the institutions, to Illinois,
where a priville consulting firm developed the RAMP system
with what the institutions claim was minimal involvement.
Although the institutional executives in Illinois were asked
what types of information would he of use to them, there aP-
pears to have been little involvement on the part of the institu-
tional information experts. As a result of the small degree of in-
stitutional participation, the institutions have- found it quite
difficult to implement the system with the high Standards set by
the stale. Connecticut has also brought in a vendor to design its
information system, but has made extensive use of a committee
of institutional representatives.

The degree of participatiort by legislative fiscal staff
and executive budget office staff in the development of
centralized data collection systems varied across the 17 slates
examined. On the one hand, the Joint Budget Committee in Col-
orado directed the Colorado Commission on Higher Education
to develop an information schedule designated by the feinL.
Budget ComMittee to get at some of the legislative concerns. On
the other hand, the Illinois RAMP system was developed with
little input from the executive budget office and the legislative
fiscal staffs.. The significance of this input depends upon the
degree to which the other user agencies analyze the hasic data.
In some cases, such as Illinois and TennesSee, the executive
budget offices and legislative fiscal staffs depend heavily upon
the analytical capability of the state higher education agency.
The user agencies depend not so much upon the raw data
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upon the recommendations based upon analysis. Thus, the
user agencies require less direct input into the.development of
tientralized data collection systems since their informational
anti analytical needs are met by the state higher education
agency.

Obstacle No. 7: Inadequate Feedback of Information to
Sources

Another problem in initiating 0 centralized information
system is to convince the institutions that the information
needed at the state level also will help the institutions. Over-
coming any reluctance is difficult, and usually requires several
cycles of actual use before the institutions become convinced of
its value. It should he noted that nearly all institutional adminis-
trators argue that the information furnished to higher levels is
not of much use to campus users. Infrequently, campus admin-
istrators do make use of 'the information, to varying degrees,
For example, Wisconsin's institutions were initially hostile to
the idea of a departmental profile initiated by the University of
Wisconsin Central Office. However, once the data collection
exercise was underway, the institutions found that they ac .
tually used the data to answer questions frum legislators and to
support budget requests. The slate-level designer of minage-
ment information systems should be forewarned, however, that
cemplete institutional acceptance of data demands at the
departmental or school levels is an exception to the rule.

Equally important in selling the information system is
the actual feedback of data to the institutions in a usable format.
Feedback is not helpful if the institution receives only its own
data. Feedback is an incentive to collect the data in the first
place, 'and is an incentive for accurate reporting if the informa-
tion supplier is also a user. The best system of feedback
appears to be in Florida, Where the data collected from
institutions is stored on data tapes which are available to the
institutions for the preparation of budget requests and for

ascertaining their standing relative to other institutions. That is,
institutions in Florida have access to data from other
institutions as well as data is an effective way to enforce
academic standards. In Tennessee and.Washington, the state
higher education agency makes every effort possible to feed
back data to the institutions in the form of reports. However,
the tendency even in these three states is to concentrate on the
upward flow of informati D. with much less attention given to
the potential usefulness of information or the feedback of the
information to the institutions. The feedback problem is
complicated by institutions not-getting data from state agencies
on economic trends and policy considerations.

Conclusion
The development of statewide centralizmi data collec- ,

non systems for higher education has progressed much fiistq
on the technological front than on the political and organiza-
tional fronts. It is time for state4evel information system design-
ers and users to assess their present circumstances vis-a-vis

'ginal expectations for the systems and to make some Mid-
course adjustments. In particular, proponents of centralized
data collection systems must realize that improved systems will
not in themselves improve the effectiveness and efficiency of
the budgetary process. Many of the organizational and political
obstacles to implementation of centralized data collection
systems are manifestations of problems which beset all in-
terorganizational relationships. Those obstacles to in-
terorganizational (exchanges, which develop when organiza-
tions have different roles and hence different objectives, cannot
be removed through the creation of centralized data collection
systems. Therefore, state budgeters at all levels must scale
down their expectations and realize that there is nothing magic
about the information collection process which enables it to
avoid the political and-organizational problems encountered in
any other set of relations between organizations.

IThe state budgeting processes in California, Colorado, Connecticut, Florida, Hawaii, Illinois, Kansas, Michigan, Mississippi, Nebraska, New York,Pennsylvania, Tennessee, Texas, Virginia, Washington, and Whconsin were investigated as part of a study of state budgeting practices for higher education
funded by the National Institute of Education and the Ford Foundation and carried out at the Center for Research and Development in Higher Education,"University of California, Berkeley. The budget cycle examined was primarily that which invdIved preparation of the FY 1974-75 budget, and any datareported here pertain to that cycle,

2The report of the National Commission of the Financing of Postsecondary Education (1974) enumerates a similar list of benefits to be derivedfrom the standardiption and uniform reporting of instructional costs.

Ackoff, R. Management misinformation systems. Management Science, 1967, 14(4), 147-56.

National Commission on the Financing of Postsecondary Education. Financing postsecondary education in the United Stale_ Washington, D.C:Government Printing Office, 1973.

140



HUMAN CAPITAL, THE RATE OF RETURN ON INVESTMENT IN
EDUCATION, AND THE EFFICIENT ALLOCATION OF RESOURCES:
CALIFORNIA AS A CASE

The term "human capital- arises from the economist's
consideration of people as producers as well.as consumers. In
their roles as producers, people combine their skills with
physical capital (buildings, machines. etc.) to produce goods
and services. These human productive skills-are called human
capital because of-their similarity to physical capital: like physi-
cal capital, human skills can be used to prod! ye goods and ser-
vices in the future as well as today; and. like physical capital,
the stock of human skills can be increased through investment.
Examples of investments in human skills include health care,
education, job training, morale improvement, and information
dissemination. In this study, however, we are concerned with
only one of these: education.

Why do we consider education an investment? For one
thing, the benefits of education are spread over the student's
lifetime. But besides this, the potential student must decide
whether education's future benefits arc worth the income he
must give up today to go lu school. qinee rnost college students
cannot work full time, they earn lower incomes than if they
were not in school. in other words, the college student must
forego some income while in school; and to the student, this
foregone income is usually the major cost of his education.

The rate of return on investment in higher education is
a means of symmarizing the economic costs and benefits of coi-
lege education in one figure. Since it is analogous to the yields
on other investments, the internal rate of return on higher
education is a means of judging the profitability of a college
degree. If we should find that the rate of return on education is
low relative to rates of return on other public or private invest7
rnents, then we might decide we are currently purchasing too
much education. If, on the other hand, we should find a
relatively high rate of return on educatian, we might decide to
purchase more education at the expense of other investments.
In any case, comparison of rates of return on different invest-
ments aids in determining whether society is efficiently allocat-
ing its resources to competing uses.

One of the goals, whether explicit or implicit, of ale
State's policy toward =higher education is obtaining as many
social benefits as possible from the funds it provides to that
public program. Because higher education is only one of many
socially desirable projects competing for scarce public funds,
justification for the use of these funds to subsidize higher
education must rest upon criteria other than the argument that
education makes society better off; other public investments
also make society better off. Higher education is a good social
investment:only if the benefits resulting from a given expen-
diture on if equal or exceed the benefits that would result from
spending those funds on other projects. Efficient use of public
funds requires that the social benefits resulting from the last
dollar spent On education (i.e., the marginal social benefits)
equal the benefits resulting from the last dollar spent on every
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other public project. If an additional $1 outlay would produce
$5 of benefits if spent on higher education, but only $2 of
benefits if spent on highway construction, then efficient utiliza-
tion of public funds dictates that funds be allocated to education
before any additional funds he devoted to highway construc-
tion. If the marginal relationships were reversed, then the
funds should he spent on highway construction.

It is no doubt true that political issues play a larger role
than do efficiency issues in determining how public funds are
allocated to various social projects; but even so, public officials
expect the funds devoted to each program to be used in an effi-
cient manner. In the case of higher education, for example, we
might ask whether funds are being efficiently allocated among
disciplines or among student levels. If more benefits result
from an incremental expenditure on undergraduate education
than from an incremental expenditure on graduate education,
then efficiency dictates reallocating some funds from graduate
education to undergraduate education. If the marginal social
benefits of the physical education program exceed the marginal
social benefits of the law program, additional funds should be
spent on the physical education program. If we find internal in-
efficiencies of this sort, then the public agency is not efficiently
utilizing public monies. That is, the welfare of the citizenry can
be increased by reallocating funds among disciplines or among
student levels if marginal benefits differ across disciplines or
student levels.'

Costs And Benefits Of College
Costs It is customary to distinguish between the pri-

vate and social costs of higher education. Private costs are those
borne by the student and his family; they are tuition, fees,
books, supplies, travel, and living expenses in excess or what
they would be if the-person were not in school, and, most im-
portant, foregone earnings. Foregone earnings are the
difference between what the student could have earned if he
had worked full time ai:rt what he actually earns. All earnings
figures are net of taxes on the presumption that persons re-
spond to 'net earnings in deciding whether and how much.to in-
vest in education.

Social costs equal the private costs plus the costs of
operating a college that tuition and fees do not cover, i.e., the
public and private subsidies. In addition, because social costs
measure the value of the output society must forego while the
student is in school (not just the take-home pay the student
must forego), earnings figures are gross of taxes. _-

Benefits. Again, we distinguish between private and
social benefits of higher education. Private benefits, in addi;-
lion. are subdivided into monetary benefits and nonmonetary
benefits.3 The monetary benefits of higher education are the in- _

creased earnings resulting from a college degree, the
difference between the net earnings from a job requiring a high
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school education and the net earnings front a job requiring a
college et ucation. An example of a private nonmonetory
benefit would he the desirability of the academic environment
relative to alternative environments. Another possible non-
monetary benefit is the college graduate's ability to appreciate
certain fortns of art, music, and culture he might not enjoy had
he not gone to college.

Social benefits traditionally include the private benefits
listed above; but this stems from a belief that individual
preferences should matter to those who make pnblic decisions.
lf, on the contrary, public decision-makers feel that personal
preferences for such things iis a -contemplative life" do not
provide social benefits, then these private benefits will not
enter into the calculation of social benefits.4

Benefits that should be treated as social benefits of
education include the gains to subsequent generations of a bet-
ter-educated ancestry, improved participation in the political
process, political stability, competent leaders, a citizenry that is
amenable to change, and !educed public expenditures on
welfare, police, etc. These are all benefits that accrue to per-.
sorts besides those receiving the education: that is, they are
"external" benefits., Unfortunately, these benefits are diffit:ult,
if not impossible. to measure. Furthermore, il is not clear that
these benefits result from all forms of higher education:
historically, they appear to have come from general education.

It is commonly assumed that these external benefits are
so great as to justify almost any expenditure on higher educa-
tion. Yet, it has been impossible thus far to dernonstrate the ex-
istence of the external benefits much less measure their signifi-
cance. Milton Friedman, arguing against the majority opinion.
has gone so far as to lay the burden of proof on the believers.
According to Friedman, the external benefits of education
result primarily frOm elementary and high school education:
most benefits of higher education accrue strictly to those who
undertake the additional tzaining. Until the supporters of the
externality argument can provide a quantitative estimate of
these benefits, says Friedman (1908, pp. 108-112), -the de-
mand for subsidy, in the 'public interest' must be regarded os
special pleading pure and simple.o

If there are external benefits from higher education,
might there also be external costs? Until recently, this question
would rarely have been asked, but campus unrest and market
conditions facing college graduates have caused many people to
ccinsider the possibility. According to Eckaus, El Sally. and
Norman (1974):

There are countries in the world in which the
phenomenon of the educated unemployed creates
major social problems. The problem is not just that
the incomes of such persons are low. Their ambi-
tions, created in part by their education, are frus-
trated. Such persons sometimes become a threat to
the stability of the societywhich may or may not
be regarded as desirable, depending on one's
point of view. Or the educated unemployed may
become an interest group obtaining special favors
from the government to the disadvantage of other
groups in society. The phenomenon of the edu-
cated uneMployed has been thought to be a social
disease restricted to less-developed countries. But
just a -little recession, like that of 1969-70, is
enough to induce descriptions of the United States
in which the employment problems of college
graduates sound much like those of B.A. graduates
in Bombay.
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Evidently we should be wary of arguments proclaaning
that the more education society purchases. the better off il is.
Beyond a point, the opposite may be true.

We are willing to admit that higher education produces
external benefits and even that the net external benel its are
substantial. However, the relevant question for the purpose of
this study is: Do graduate and undergraduate education pro-
duce thu SEIMe or different quantities of external benefits? We
have no sure answer to this question. According to Winkler
(1073):

. marginal attitude changes and, hence, social
benefits of education are likely to he decreasing
functions of the number of years of education ob-
tained by the individual. In other words, we
believe it is unlikely that graduate education
results in many social benefits in the form of
changing values and attitudes.

Winkler further notes that:
. . the marginal attitude change and hence social

benefits of a given year of education decrease with
the income level of the recipient of that education.

Based solely upon consideration of external benefits, he con-
cludes:

. . subsidies to low-income students should be
increased: subsidies to graduate students should
be decreased.6

Winkler's study a careful, well-done piece of
analysis. It is, perhaps, the best analysis of the external
benefits of higher education to date. However, neither his data
nor his conclusion are wholly unimpeachable. In any case, we
shall leave the determination of external benefits to others,
:mply assume that the quantities of external benefits produced
,by graduate education are no greater than those produced by
undergraduate education, and concentrate on the monetary
returns from college.

Rates Of Return On Investm nt In Higher Education: A
Review Of The Literature

The first estimates of rates of return on college educa-
tion were presented by Becker (1960. 1964) circa 1969. Using
1940 mind 1950 Census data, Becker calculated rates of return
on undergraduate education for 1939 and 1949 cohorts of wage
earners. The estimated private rates of return for urban, native-
white males were 14.5% in 1939 and 13% in 1949: the social
rates..were 13% in 1939 and 12.5% in 1949. These figures in-
clude an adjustment for secular growth of real earnings, but do
not take possible ability differences between high school and
college graduates into consideration! If ability corrections are
made. Becker maintains. the rates of return on education per sc
would be 90% of what the unadjusted figures indicate.

Since 1969 several authors have used more recent data
to calculate educational rates of return that, for the must part,
confirm Becker's findings. Nearly every study agrees that the
private rate of return on investment in undergraduate educa-
tion is greater than the 7% after-tax return on corporate capital
in the U.S. (Becker, 1964, p. 115). College education. at least for
those who eventually receive their baccalaureates, appears to
he a good investment. And when we compare its.social rate of
return with the 8-12% rale of return on all business capital
(Becker. 1964, p. 120) undergraduate education proves to be a
good social investment. Even if undergraduate education pro-
Juces no nonmonelary benefits, public subsidization of under-
graduates would probably be an efficient .use of society's
resources.



Can the same be said for graduate trainin That is,
does public subsidization of graduate sttulents constitute an
effieient use of society's resources'? To answer this question we
turn to the literature on griuluale rates of return.

In one Of the first studies of returns to graduate educa-
tion, Hunt (1963) found private rates of return on dixaorates
and Master's degrees of 3.2% and 0.6% J1 Although this indi-
cates that monetary returns to graduate education may not be as
great as we once believed, Hunt's results are unreliable
because of his small sample size.

Rogers (1969), using data that allowed him to dis-
tinguish between the returns to i:ducatioe and the returns to
other determinants of income, found an overall private rate of
return on advanced degrees of 6% .9 Rogers' findings tend to
cOnfirm those of Hunt, that monetary returns to gratitude
education are small relative to both undergraduate -education
and olber forms of investment.

Maxwell (1970), in an article provmatively entitled.
Some Evidence on Negative Returns to Graduate Education,"

found a negative rate of return on the Master's degree.lu We
might question whether this estimate is representative of the
return to the typical Master's degree recipient, however, since
his sample was atypical.il Maxwell also calculated a rate of
return on the doctorate of 12.6% , but this figure may be
unreliable for the same reason.

Dodge and Stager (1967), in a study of private and
social returns to higher education in Canada, also found low
rates of return on graduate education. They noted, however,
that the rates of return vary significantly by discipline. The pri-
vate rate of return on a doctorate in Math or engineering, for ex-
ample, is less than 2% , while the rates of return on doctorates
in chemistry and physics are 5.6% and 7.5% . Social rates of
return are much lower; whereas a doctorate in physics yields a
7.5% private rate of return, the social rale of return on this
degree is only 0.7%. Similarly, the rate of return on a doctorate
in engineering falls from 1,5% to =3.5% when all sixiial costs
are included in the calculation.

The 1960 Census provided the data for at least three
studies of graduate rates of return. In the first of these, Hanoal
(1967) calculated a 7% rate of return on graduate education.l2
Later, Ashenfelter and Mooney (1969) used Hanoch's age-
earnings profiles, together with data on Woodrow WilSon
Fellows, to calculate rates of return of 8.8% to Ph.D. recipients -

and 6.5% to Master's degree recipients. Their Ph.D. rate of
return estimate.indicales (hat graduate education may be a good
investment after all.l9 Eckaus 1973), however, found a 'rate of
return' on graduate education of only 5% when he used the
basic censtp data.

Recently. Taubmun and Wales (1973) summarized the
findings of an NBER study on the earnings of college gradbates.
Like many preceding studies, they reported relatively low rates
of return on graduate education. The before-tax,rates of return
io Phi), and Master's degree recipients were 4% and 8%

Finally, there are three studies whose results point out
the pitfalls of comparing estimates of different authors. In one_
of these, Bailey and Schciaa (1972) estimated the rateS--of return
on education of academicians, using American Association of
University Professors salary patterns for their data. They con-
cluded that the most likely private rale of return is 0.8% This
average rate, however, hides a great deal of variation in rates,
due both to different salary patterns and to different lengths of
tithe spent in graduate school. Fur example, the "most likely"
private rate of return to academicians in the highest-paying
universities is '11.6% , not 0.6% . Furthermore, if these academi-

1
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clans spent only 3 years in graduate school, rather !ban the
assumed 4 years, their rate of return is 14.7% . The place of
employment and length of time to degree obviously have sig-
nificant effects on the rates of return.

In the second study. Siegfried (1971) estimated the rale .

of return on a Ph.D. in economics. Like Bailey and Scholia,
Siegfried examined the sensitivity of the rates to different
assumptions about length of time spent in gradtiate school and
about place of employment. Siegfried, however, estimated
returns to persons employed by governments and businesses
as well as an academicians, and he found thal rates differ sig-
nificantly across occupations. For example, a person who might
expect to receive a 4.5% rate of return as an academician could
expect a 16.6% rate as a businessman, but negative returns as
a government worker. If that same person land spent one less
year in graduate school, his rate of return would he 10,2% as
an academician and 25.9% as a businessman. Again, the
assumptions one makes about the length of time spent in gradu-
ate school and the postdoctoral employment are crucial to one's
results.

Finally, Weiss (1971) used National Academy of
Science data to calculate rates of return to Ph.D. recipients in
various disciplines. Weiss's study, like those of Siegfried and
Bailey and Scholia, shows the sensitivity of roles of return to
different time-to-degree assumptions. A person with a Ph.D. in
physics, for example, could expect to receive a 13% rate of
return on his investment if he stayed in graduate school for 3.5
years. If, on the other hand, that person stayed in school for the
average registered time (over 5 years), the expected rate falls to
6.7% But Weiss's results also show the effects of different
foregone-earnings assumptions on the rates Of return. In one set
of calculations, Weiits assumed that a student earned al least
39% (and in the case of mathematicians 64% ) of what nonstu-
dents Of that age earned. If we compare these estimates with
those that assume zero student earnings, we can see the impor-
tant role student earnings plays. The average person in Weiss's
sample receives a 6.7% rate of return on his investment if he
has no earnings while in school, but a 12.3% rate of return if he
has the earnings Weiss assumed. The foregone4tarnings
assumption, then, seems to be as crucial as the time-lo-degree
assumption.

As the reader may suspect, the, litquiture on rates of
return' permit us to make feW generalizatien4. Although most of
the studies in this survey found relatively loW tales of return on
graduate education, more realistic assumplidns about student
earnings and length of time spent in school may have produced
relatively high rates. In most cases, il is diffiehlt to tell what
assumptions were made; so the results of different studies are,
strictly speaking, ir,icomparable. Even so, one general conclu-
sion emerges: Those studies that calculated rates of return on
both graduate and undergraduate education found that the up:
dergraduate rate exceeded the graduate rate, and usually by a .

Considerable amount. Table -1 illustrates this.

Table 1

UNDERGRADUATE AND GRADUATE
RATES OF RM./RN

undergraduate RA
14-15%.

9.6%
13%

8%

8%

Ski*
Rogers'
Hanoch
Eckaus
Taubman and Wales
Bailey and Schotta

Graduate Rate
5-6%

7%

5%

2%
0- 1

*The rates of Rogers, Hanoch, and Eckaus are private rates of return: the others are
social rates of return.
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If the differences depicted in this table are accurate. it
appears that the State is inefficiently allocating resources be-
tween graduate and undergraduate training. Nevertheless, we
feel the wide variation in estimates of graduate rates of return
and the riskiness involved in comparing different estimates
make even this conclusion too tenuous,for policy recommenda-
tions, Furthermore, these rates may'not be representative of
what California's students receive. For these reasons, we have
estimated our own rates or return. using California cost and
earnings data. The next section presents these estimates and
provides a discussion of the assumptions we made in calculat-
ing them.

Rates of Return on Higher Education in California
This section presents estimates of the private and social

rates of return on investment in undergraduate and graduate
training in California. Private rates are based on the educa-
tional costs (including foregone earnings) the student pays and
the increased earnings the degree recipient obtains; social rates
are based on the full education costs, including those the stu-
dent does not pay. The private rate of return is an estimate of
what the average white male who graduated from a California
public university after 1969 can expect to receive on his invest-
ment in education. The word "graduated- is emphasized since
we excluded college dropouts from Our analysis. Neither the
1970 Census, which provided the data on earnings of high
school and college graduates, nor other sources had adequate
information to estimate rates of return for dropouts from
California schools. The reader should keep in mind that we did
not hold ability and other factors constant and that the rates ac-
count for monetary returns only; the so-called external benefits
and consumption benefits associated with schooling are ig-
nored.

The basic earnings data used for 'estimating rates of
return on undergraduate education came from the Public Use
Sample of the U.S. Census of Population for 1971Galifor-
Ilia. Cost data were provided by the State Department of Fi-
nance and the State Scholarship and Loan Qimmission.

The financial return to investment in college would be
easy to measure if all the persons in our sample were alike in
every way but the amount of education they possessed. Persons
differ, however, in ability, motivation, family connections, sex,
race, and many other factors that might affect one's earning
capacity. Although it is impossible to fully adjust our data for
such differences, we did attempt to obtain a relatively
homogeneous group by including only white male urbanites in
our sample. Admittedly, the rates of return presented here are
only approximations; but,we feel they provide a good indication
of the financial benefits the average graduate of California's
public universities receives from his investment in education.
Our estimates of the returns to baccalaureate recipients appear
in Table 2.

Table 2

PRIVATE AND SOCIAL RATES OF RETURN ON
UNDERGRADUATE EDUCATION IN CALIFORNIA

Unadjusted Rate

Private
Social

10.4%

Growth-Adjusted
Rates
11,9%
10.3%

'The adjusted rate accounts for secular growth in real earnings at a rate
of 1.5% per year.
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Table 3

PRIVATE RATES OF RIEFURN TO UNIVERSITY
OF CALIFORNIA DOCTORATE RECIPIENTS

Length of rme Place of
In Graduate School Employment

years Coot. ColkNes =

4 years
5 years

3 years
4 years
5 years

3 years
4 years
5 years

'California State University arid Colleges
"University of California

Private Rate
or Return

Negative
Negative

7 5%

5%

21.6"4
1.5%

Social Rate
of Return

Negative
Negative

17%
1.5%

Negative

12, tr%

5,7%

Table 2 tells us that the 1972 cohort of college graduates
can expect to receive a 10.4% rale of return on their cacti-
lineal investmenteven without secular growth in real earn-
ings. But growth in real earnings over lime enables persons
graduating from college in a given year to earn more at each age
than persons who graduated earlier,t4 Assuming that high
school and college graduates will experience a secular rale of
growth in reel earnings of 1.5% per year, the private rate of
return to the 1972 cohort of college graduates is 11:9% .0

11 is apparent from Table 2 that the typical graduate ofa
California public university earns a substantial return on his in-
vestment. But It is also apparent that undergraduate education
is a profitable investment for the California taxpayers. The
10.3% social rate of return compares favorably with the 8-12%
before-lax rate of return U.S. businesses reportedly receive on
their capital investments (Becker, 1964, p. 120). These rates
tend to support what other studies have found: There is a big
payoff to the Student and lo society from college education (al
least ut the undergraduate level).

Graduate Education. Our rates of return on gauluate
education are based on (a) the 1972-73 faculty salary schedules
at public colleges and universities in California, and (b)
assumed faculty promotional patterns. These estimates appear
in Table 3.

The first column in Table 3 lists the length of time the
Ph.D. recipient spends in graduate school, the second column
lists his place of employment, and the third column lists his ex-
peeled rale of return: column four lists the return to society
from that person's education, lf, for example, the UC Ph.D.
recipient spent 3 years in graduate school before accepting a
faculty appointment at a CSUC campus, his expected rate of
return is 7.5% and society's expected rate of return is 3.7%.

In looking at Table 3, one is immediately struck by the
low rates of return to faculty members at the community col-
leges and at CSUC Bates this low make us wonder why so
many persons are entering California's graduate schools. One
poSsible reason for this seemingly odd behavior is that
academic life provides nonmonetary benefits to the degree
recipients. Persons whp obtain doctorates may value the
academic life-style so highly they are willing to accept a low
monetary rate of return. On the other hand, many graduate stu-
dents may he ignorinit O'f' market 'factors or of their own
prospects for receiving a high-paying job. At the lime these per-
sons entered graduate sel-uxil, their decision may have seemed
a wise one; il is:after all, the expected rate of return and the
perceived riskiness of this investment that affect a person's
decision to enter graduate school, If the investment turns out to



be a bad one, we can only say that the investor was wrung in
his expectations.

Tables 2 and 3 indicate that the private returns from
college exceed the social returns for both graduate and um er-
graduate education. The reason, of course, is that Californa
students typically pay only a small percentage of the total direct
costs of their education.m Notice, however, that the differences
between graduate private and social rates of return are propor-
tionately greater than the differences between undergraduate
private and social rates of return. Whereas the private rate of
return on undergraduate education is 15% greater than the
social rate, this difference is 50-100% for many graduate rates
of return. This is due lo the different cost burdens placed on
graduate and undergraduate students. According to our data on
college costs, the averagd undergraduate_ pays 13.8% of the
direct costs of his education, but the average graduate student
pays only 5.1% of his first-year direct costs and a mere 2.8% of
his third-year direct costs. If the average graduate student were
made to pay 13.8% of his direct costs, as the average under-
graduate is now forced to, the private rate of return on graduate
education would undoubtedly be more in line with the social
rate.17

The implications of this finding are clear: If the State's
higher education policy is to admit all qualified students, the
expected social rate of return on undergraduate training will be
approximately the same as the private rate of return; and since
we can expect persons to enroll in college only if they believe
their returns will be substantial, the -student choice- principle
is likely to result in a high soCial return from undergraduate
education, lf, however, the same "student choice- principle is
applied to graduate education; it is quite likely that a good in-
vestment choice on the part of the student would lead to an
unacceptably low social rate of return. For example, suppose
the average graduate student al UC spends five years in gradu-
ate school before accepting a faculty appointment at a UC-type
institution. We might anticipate that the expected 9.8% private
rate of return (Table 3) would induce many persons to enter
graduate school. For each successful student, however, the
social rate of return would be only 5.7% , which is significantly
lower than the yield op other public investmentsincluding
undergraduate training.

On the basis of these findings, we conclude that
whereas the, Slate's goals of "free access" and efficiency might
be compatible for undergraduate training, they are incompati-
ble where graduate training is concert-16(11°

Social Returns From Higher Education
'Although we have been considering the social rate of

return as a guide in determining the efficient allocation of
public funds, a better guide for determining where public.
resources should be spent is the "net present value'' criterion.
According to this criterion, a public agency should always
choose the social investment that has the highest net present
value. Where alternative social investments are mutually ex.-
clusive or where they are interdependent (as graduate and un-
dergraduate education might be), it is pcissible -that the net
benefit criterion will produce conclusions contrary to those
generated by the internal-rate-of-return criterion.m To deter-
mine whether our conclusion about the profitability of graduate
education relative to undergraduate education would differ if
we used the net-presenl-value criterion rather than the inter-
nal-rate-of-return criterion, we calculated the net present value
(at discount rates of 5 and 10% ) for both social investments.
Our results appear in Table 4.

Kalseheuer and Thompson

Table 4

NET PRESENT VALUE OF HIGHER EDUCATION
IN CALIFORNIA

Undergraduate Net Graduate Net
Discount Rate Present value Present Value

5% $411,529

10% $1,873

5

$14,031 (4 years)
-$ I,586 (3 years)
4,19,430 (4 years)

'We have aSsumed that 505, of UC Ph D. recipients obtain faculty appointments at
UCdype instimions and the other 50% obtain appointments at CSLJC-type in-
stitutions. This may be an optimistic assumption, but we have some data that indi-
cates it might be true for graduates from UC Berkeley, We have also assumed that
CC gradLotes spend either three or four years in graduate school before accepting
faculty positions paying Salaries commanded by Min.'s,

Table 4 tells us that the net present worth (discounted
future benefits minus discounted future costs) of producing one
baccalaureate as $48,259 when the discount rate is 5% . This
means that the present worth of producing one baccalaureate at
liC is $48,529 greater than the present worth of an investment ,

(of equal cost) yielding a 5% rale of return. Notice that the pres-
ent value to society of producing one doctorate at VC is some
$10,000 less, even under the most optimistic assumption (i.e.,
that the graduate student spends only 3 years in school); when
the graduate student spends 4 years in school (probably a more
reasonable assumption), the present value to society of produc-
ing one doctorate is only $14,031. Undergraduate education is
obviously the more profitable social investment when the social
rate Of discount is 5% .

The same conclusion holds true when the.social rate of
discount is 10% . In this case, investment in undergraduate
education will produce $1,837 more in present benefits than an
investment yielding a 10% rate of return. Graduate education,
on the other hand, has a negative present worth, indicating that
graduate education does not pay off if the public demands a
10% return on its social investrnents Clearly, the present-value
criterion leads us to the same conclusion as the internal-rate-of-
return criterion: The financial returns to society from bac-
calaureate production at UC exceed the reams from Ph.D
production at UC.

&cause of the optimistic nature of our assumptions
about graduate_earnings, time to degree, etc., we feel that our
results are fairly conclusive. Our primary assumptions were
the following:

1. Students enter graduate school at age 22 -and are
employed at lhe salary level of a Ph.D. by age 26;

2. The age-earnings profiles of baccalaureate holders
are based on the faculty member. Use of true cohort
data for undergraduates would probably lowei the
graduate rates of return:20

3. Persons whO eventually enter academe after receiv-
ing their doctorates find jobs with comparable sal--
a-ries after three or four years in graduate school.
Although this may be true, if these persons create
any costs for the University after they leave graduate .

school (as they would if they sought dissertation ad-
vice, for example), then the social rates of return
would fail from their estimated levels;

4 Each year of their working lives, all UC faculty
members receive additional annoal earnings equal
to 16% of their 9-month academic salaries.v If the
bulk of these additional earnings norinally comes
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after the faculty member has established himself as
a competent researcher (say after three t(1 six years),
then the rates of return are overestimated. On the
other hand, we assume zero additional earnings for
the average CSUC faculty member. Whether this
counterbalances the effect of the assumption about
UC earnings we cannot d:ttermine;

5. Half of UC's graduates mceive jobs with organiza-
tions paying salaries comparable to those at CC (in-
cluding the additional 1F.F. ) and half receive jobs
with organizations .payiag salaries comparable to
those at CSUC; and

6. The demand conditions facing baccalaureates and
Ph.D. holders will remain fairly steady over time. In
view of the recent predictions of a future Ph.D.
surplus, this may indeed be optimistic. If earnings of
baccalaureate holders increase at a faster pace than
du earnings of Ph.D. holders, then we have overesti-
mated the returns to graduate education_

Our conclusion that California is currently producing
too many Ph.D.'s relative to baccalaureates must be tempered
with some caveats. First of all, we have,estimated the rate of
return to Ph.D. recipients who enter academe; the rate of return
to persons who enter other occupations has not -been con-
sidered. Since about 60% of all 1.1C. Ph.D. recipients enter
academic occupations, however, the rates probably apply to the
majority of UC graduates (National Research Council,1968).

Second, il is important to realize that these results do
not apply to the average person who enters college, but only to
the student who eventually receives a degree. Many persons
who enter school drop out and never receive their degrees; we
have no idea what rate of return these persons receive on their
investment in education. Furthermore, the rates do not apply to
each degree recipierit, but only represent an average of what
graduates receive. A person with a degree in the humanities,
for example, is likely to have a much lower rale of return than a
person with a degree in the physical scienms.

To get an idea of the possiule variation in graduate
social rates of return across disciplines, we used 1970 Census
data to construct age-earnings profiles of persons with six or
more years of college who are employed in various occupa-
tions. The estimated social rates of return for lawyers. physi-
cians, engineers, high school teachers, and college leachers ap-
pear in Table 5.22

After the discrepancy between the social and private
rates of return to physicians of better than two to one, perhaps
the most striking aspect of Table 5 is the wide variation among
the rates. College teachers in the arts and humanities, for exam-

_

Table 5

SOCIAL AND SELECT tO PRIVATE RATES OF
RETI RN ON GRADUATE RAINING, SELECTED

OCCUPAllONS
Scgial gate of Return

Ncgative
9.0%
8.5% 17.1

13.4% 20.7

Occupation
High School Teacher
Engineer
Physician
Judges & Lawyers
College Teachers!
Natural Sciences
Social Sdences
Arts and Humanities
Other

146

Private Rate of Return

7.3%

5.0%
Negative
Negative

ple, have a highly negative social rale of return, whereas col-
lege teachers in the natural sciences have a 7.3% social rate of
return. Hut Table 5 also demonstrates the influence of market
factors on rates of return. According to 1969 earnings data, the
social rate of return from training lawyers and judges is 13.4% .

Since the private rate of return on a law degree is greater than
20% , it should be no wonder that demand for places in law
school has increased so dramatically in the last 5 years. If we
were to examine earnings of lawyers and judges today, we
would probably find that the increased supply of persons in
those professions has resulted in a lower rate of return on law
degrees. If this were the case, the rate of return based on 1969
earnings would nol even he a good indication of what 1970 law
school graduates are presently receiving.

We recognize that the same criticism (i.e., datedness)
might be made of all our rates of return, and that our results are
tentative and require frequent updating. Recent and more ac-
curate data is necessary to insure that our policies correctly
reflect market conditions. We therefore recommend that the
University of California, the California State University and
Celleges, and the Community Colleges collect information on
the occupational placement of their graduates (including earn-
ings data), cost of education students at different levels, length
of tima`To-degree for both undergraduates and graduates, and
length of time students spend in school before accepting the
jobs for which college presumably prepares them.

We further recommend that such information be made
freely available to all potential students to help them decide
whether the expected returns (and their variability) from high-
er education make college a worthwhile investment. Many high
sthool graduates are aware of only the overage returns on col-
lege education; few realize that their own chances for success
may be quiie small. Our recommendation, then, suggests that
institutions of higher education practice -truth-in-advertising."

The next section attempts to determine the applicability
of our results to present and future college students by review-
ing the recent literature on manpower projecOons.

Manpower Forecasts
There has been growing concern in recent years that

the nation's graduate schools are producing too many Ph.D's.
Persons who voice these concerns note that the number of job
openings in occupations which Ph.D. recipients traditionally
enter is growing at a slower pace than is the number of doctor-
ates awarded. Unless corrective actions are taken, many new
graduates will be forced to enter nontraditional Occupations
and perhaps take jobs that do not fully utilize their talents.
dtbough it is unlikely that many Ph.D. recipients will be

unemployed, underemployment and the attending personal
disappointments will be a problent23

Are these concerns justified? They are, if recent supply
and demand projections prove to be accurate. Accerding to
many forecasters (Cartter, 1966, 1971: National Science Foun-
dation, 1971; Wolfle & Kidd, 1971), the academic labor market
for Ph.D. recipients is already glutted and will probably get
worse. Since about half of the nation's doctorate recipients have
traditionally entered academe. many graduates during the
1970's will have to seek nontraditional employment. The
problem is not a minor one, as Cartter (1971, p. 137) has noted:

Even if all junior colleges were converted to 4-year
colleges, every high school graduate went to col-
lege, and every new college teacher hired in the
future possessed the Ph.D., by 1980 a smaller per-
centage of doctoral degree recipients would be



likely to find academic positions than has been
true for the preceding 25 years.

Unless nonacademic sectors can provide -meaningful" jobs,
many future doctorate recipients are likely to be disappointed
with the jobs they obtain.

Will the nonacademic sectors provide satisfactory jobs
for the graduates who are turned away from academic life?
Cartter (1971. p. 138) is pessimistic on this count.

If my projections of academic needs are even ap-
proximately correct, and if the projected growth of
doctoral degrees follows the path that I-and NSF
1971 version-believe it will, then to employ the
anticipated number of new Ph.D.'s would require
a better than 0 percent annual growth rate (com-
pounded) in nonacademic employment. Except for
brief periods of time, and for some subspecialities,
we have never experienced such an overall
growth rate for doctoral scientists and engineers in
the past. My personal belief is that we are on a
course, which would result in about one-third too
many Ph.D.'s produced in the latter part of this
decade and perhaps one-half too many in the
1980's. for the types of employment we have
known in the past. Included in the familiar type of
employment is a continued (in fact, more rapid)
upgrading of the quality of college and university
faculties and an upgrading of the quality of non-
academic R&D staff, as we have experienced it
over the last 15 years.

Cartter's views eel echoed by_ the National Science
Foundation, which predicts that scientists and engineers will
find traditional R&D positions in short supply during the pres-
ent decade. Whereas in 1969 about three-fourths of the doctoral
scientists and engineers in nonacademic jobs engaged in
research and development, only about half of the scientists and
engineers with doctorates will obtain such jobs during the
1970's. And undoubtedlY the nonacademic job situation will be
worse for persons with degrees in other disciplines.

How will California's graduates fare in the coming two
decades? To answer this question we applied Carter's forecast
model to the. California academic market. The forecast model
we used b predict California's need for faculty during the
period, 1974-75 to 1990-91, has four basic components:

1. A projection of future enrollment in California's
public institutions and an assumption concerning
the share of total California enrollments held by
nonpublic colleges and universities in the state.
Since the latter- is somewhat uncertain, we used
three alternative assumptions about the indepen-
dents' share of total enrollments: (a) it would remain
constant at 12%; (b) it would, initially decrease from
12% to -10% and then remain at that level for the
rest of the forecast period; and (c) it wcaild decrease
steadily from 12% in 1974-75 to 8.1% in 1990-91.

2. An assumption about the student-faculty ratio at
each segment. We made two alternative assump-
tions: (a) the student-faculty ratios would mmain at
their 1972-73 levels during the forecast period; and
(b) the student faculty ratios would decline to
specific target values.

3. An assumption about the net faculty turnover rate at
each segment: and

4. An assumption about the percentage of each seg-
ment's faculty with the doctorate. We again made
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two alternative assumptions: (a) the percentage of
the faculty with the doctorate would remain at its
1972-73 level; and (b) the percentage of the faculty
with the doctorate would increase from its 1972-73
level to some target level.

Because our estimates of future faculty demand are
sensitive to the assumptions about.the independent's share of
enrollments, the student-faculty ratio, and the percentage of the
faculty with the doctorate, we made three sets of predictions:

Optimistic estimates: These are based on a declining
student-faculty ratio, an increasing percentage of the faculty
with the doctorate, and a constant share of enrollments for in-
dependent colleges.

Conservative estimates: These are based on a constant
student-faculty Patio, a constant percentage of the faculty with
the doctorate, and a declining share of enrollments for indepen-
dent colleges,

Likely estimates: These are based on a constant stu-
dent-faculty ratio, an increasing percentage of the faculty with
the doctorate, and an initially declining share of enrollments for
independent colleges. This is the set of estimates we regard as
most likely to occur during the next two decades.

Table 6 presents our predictions of the number of new
faculty members with the doctorate needed at California col-
leges and universities to meet expanding enrollments and to
replace faculty members Who die, retire, or resign. During the
years in which enrollments are expected to decline
(1981-1980, expansion demand will be negative; but replace-
ment demand is always sufficient to require a positive number
of new faculty members in each year.

How many-of these job openings will be filled by per-
sons receiving doctoral degrees from California universities
during the next two decades? Though we cannot answer this
question decisively, we cart get some idea of the total by assum-
ing that the origin of new hires remains about the same as in
past years. This medis that approximately 18% of the new

Table 6

CALIFORNIA FACULTY REQUIR
1974-75 to 1990-91

Academic Year Conservative Likely Optimistic

1974-75 1,860 2,466 2,977
1975-76 1,514 2,223 2,785
1976-77 1,318 2,014 -2,759
1977-78 1,363 2,121 2,888
1978-79 1,458 2,295 3,222
1979-80 1,304 2,134 3,257
1980-81 1,291 2,182 3,457
1981-82 1,203 1,1313 2,310
1982-83 979 1,699 2,064
1983-84 886 1,530 1,862
1984-85 668 1,221 1,498
1985-86 564 1,150 1,359
1986-87 551 1,131 1,364
1987-88 758 1,450 1,736
1988-89 999 1,886 2,138
1989-90 1,230 7,035 2,559
1990-91 1,060 1,840 2,322

Total 19,006 31,190 40,557

*Full-Time Instructional Faculty (excluding administrative deans) with
doctorates. The figures exclude faculty requirements for medical
schools.
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Table 7

JOB OPENINGS FOR CALIFORNIA'S
GRADUATE STUDENTS

1974-75 to 1990-91
Academk Year Conservative Likely Optimistic

1974-75 338 449 547
1975-76 277 409 511
1976-77 235 366 509
1977-73 249 393 541
1978-79 264 424 693
1979-80 249 395 613
1980-81 237 404 656
1981-82 221 337 434
1982-83 182 314 386
1983-84 166 286 351
1984-85 126 229 285
1985-86 107 217 260
1986-87 103 210 259
1987-88 140 279 325
1988-89 183 3443 398
1989-90 226 373 464
1999-91 195 341 433

Total 3,489 5,766 7,576

faculty hires between 1974 and 1990 will come from Califor-
nia's graduate schools.24 Table 7 lists the estimated number of
California's future graduate students who will obtain faculty
appointments at California schools.

Will the number of academic jobs in the next two
decades be sufficient to satisfy most of the persons who are
seeking such positions? If California universities continue to
grant 3,500 Ph.D.'s per year (the approximate 1972-73 total),
we estimate that each year there will be 612 graduates of
California schools seeking the available posilions.25 Under our
optimistic set of assumptions; then, it would appear that
through 1980-81 the academic demand for and supply of
Ph.D.'s will approximately balance (seo Table 7), In 1974-75,
for example, 547 of the 612 (or about 90% ) of the job seekers
will obtain their desired positions. After enrollments begin to
decline in 1980-61, however. Table 7 indicates theism increas-
ing number of Ph.D. recipients will be unable to find the
California faculty positions they seek. Between 1981-82 and
1990-91, only 58% of California's Ph.D. recipients who look for
faculty positions in California will obtain such positions.

We must emphasize that these results are contingent
upon a number of optimistic predictions.coming true. First, the
612 job seekers per year is based on our assumption that
California continues to produce the same number of Ph.D.'s as
it did in 1972-73. Since other forecasters have predicted in-
creasing Ph.D. output from the nation's schools, it is unlikely
that this condition will be met. Second,-we have assumed that
18% of the job vacancies at California's colleges and univer-
sities will be filled by new graduates of California schools. If
the rest of the nation is experiencing the same excqss supply of
Ph.D.'s and if market conditions in other occupations are just as
tight, we might expect an increase in competition for the teach-
ing vacancies and a consequent decline in the percentage .of
California graduate students hired.

Third, many of the job openings shown in Table 7 are
at community colleges. As we saw in the last seCtion, the
pecuniary returns to Ph.D. recipients who accept faculty ap-
pointments at community colleges are very low. We might hosi-
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Table 8

JOB OPENINGS (EXCLUDING COMMUNITY
COLLEGE POSMONS)

FOR CALIFORNIA'S GRADUATE STUDENTS
1974-75 to 1990-91

Academic Year Conservative Likely Optimistic
1974-75 314 395 479
1975-76 249 339 441
1976-77 211 306 435
1977-78 225 327 459
1978-79 238 352 511
1979-89 218 328 519

,1980-81 217 340 564
1981-82 203 269 352
1982-83 166 240 308
1983-84 154 228 283
1984-85 118 181 228
1985-86 97 155 196
1986-87 89 146 181
1987-88 118 186 225

1988-89 159 238 290
1989-90 292 297 350
1990-91 183 275 355

Total 3,161 4,610 6,176

tate, therefore, to include these among the faculty positions
being sought by California's Ph.D. recipients..

Table 8 provides estimates of the faculty positions
available to California's future graduates when community col-
lege positions are excluded from the total. Notice that the total
number of "desirable" faculty positions between 1974-75 and
1990-91 is 29% below the total in Table 7.

Finally, we have used our "optimistic" forecasts of
faculty positions, which are based on a declining student-
faculty ratio, to analyze the future academic market. Since a
declining student -faculty ratio would require a substantial in-
crease ill State support of higher education, and since This is
unlikely to occur in the near future, there is a high probability
that these forecasts will prove incorreci Based on more
realistic assumptions about public and private funding of high-
er education (i.e., the assumptions underlying our -likely- pre-
dictions), we can see that at most three-fourths, and often less
than half, of California's graduates in a given year will obtain
the academic positions they desire. Our "likely- forecasts indi-
cate that between 1974-75 and 1990-91 only 55% (5,768 of
10,400) of the job seekers will obtain faculty positions. Clearly,
many California graduate students will have to look for jobs
elsewhere,

It is possible that persons who cannot find teaching
jobs in California will be able to find them in other states.
However, this is very unlikely; the nationwide projections of
Cartier and others indicate that the academic job market
throughout the U.S. will be just as tight as the market in Califor-
nia. This means that only about half of California's Ph.D reci-
pients desiring to enter teaching anywhere in the U.S. will be
able to do so. If the other 50% cannot find satisfactory jobs in'
ponacademic sectors, underemployment of California's Ph.D.
recipients Will be a problemin the 1970's and 1980's. And if
Cartter is correct, the nonacademic jobs that satisfy the aspire-
tion of graduate students will not be forthcoming.

. The implications of the -manpower forecasts for our
analysis of financial returns to higher education are obvious.
Not only are we currently producing too many doctorates rela-
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live to baccalaureates, but unless some changes are mink
voluntarily Or otherwise, this situation will lie exacerbated by
future events. Since the financial payoff from graduate educa-
tion is likely lo fall during the next two de,:ades, we may expect
the difference between social returns from graduate and nn-
dergraduate education to widen,2h On this basis, it appears that
a reallocation of public resources from graduate education to
undergraduate education would result in a more efficient use of
public resources. If the demand for specialized skills is declin-
ing, the current level of graduate training cannot be justified.
We therefore recommend lhat Ihe State of California employ
budgetary rewards and sanctions to encourage the UniVersity
of California to give greater attention to market factors in selling
graduate enrollment levels. We hope that such a -system will

'rove the current situation and prevent future imbalances
from occurring.

We should point out that our recommendation that
market factors be instrumental in determining graduate places
is not novel. In fact, in 1958 the University of California
(Liaison Committee of the Regents, 1958) itself argued that the
State should:

Provide adequate funds for at least doubling the
total capacity for producing doctor's degree
holders in this Stale. Note should he taken of the
relationship of supply and demand in the various
subject fields.as a basis for planning expansion in
given departments and institutions.

While it is apparent that market conditions in 1974 do not merit
doubling the University's capacity to produce Ph.D.'s, the basic
principle is the same: Market factors should play a role in
determining educational support.

Nor is a market-oriented budgeting procedure a radical
change in Stale policy. It is currently State policy to admit only
those students who are "good risks," i.e., those with a reason-
able chance of graduating. Since what constitutes a -good risk-
depends on the social payoff from stducatirtg a particular stu-
dent, the State has always implicitly considered market factors_
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We are simply proposing that the Slate be more explicit in its
concern about the financial returns from education.

In making these recommendations, we should also
point out that the State will eventually be forced to deal with the
problem of Ph.D. overproduction: and it is better to meet the
issue now than later. For, if the aspirations of a large number of
educated persons are defated by labor market conditions, we
might very well see a powerful lobby bidding the government
to create -meaningful" jobs for underemployed doctorate
holders. Already there have been suggestions (e.g., Hansen,
1970, p. 124) that the Federal Government estahlish a WPA
program for Ph.D.'s:

Essentially. a political case for reducing unemploy-
ment will have to he made if the other national ob-
jectives are to be achieved. Such a case cannot be
made by merely pointing to 40,000 Or
oven 100,000 unemployed doctoral degree holders;
the number is too small among five mi
unemployed. The case shoukl be that the expense
of producing Ph.D.'s makes them a tuitional invest-
ment. The manpower is too valuable anti the social
needs too pressing to allow Ph.D.'s to waste their
talents in unsuitable positions? (Fiarvey, 1972, pp.

A better policy, we maintain, would be reliance on
market factors in deciding how many graduate degrees to pro-
duce. We do not feel the State should he obligated to support
the training of every prospective graduate student seeking ad-
mission to the University of California. Indeed, the existing
oversupply of Ph.D.'s and the high cost of Ph.D. training pro-
vide adequate justification for reducing the Slate's commitment
to graduate education. On the other hand the situation does not
call for a draconian administrative solution. What we are pro-
posing is a gradual bul sure reduction in the State's commit-
ment to Ph.D. training, Nevertheless, we believe the lime to Oct
is now, before the situation-dictates a more drastic response.

101 course, the stated efficiency criterion ignores other considerations. A university's administrators might be interested, for example, in main-
taining a reasonably equal distribution of education funds across disciplines; or they may allocate funds among different student levels so as to maximize
the university's prestige. In either case, efficiency as we have defined it might be of secondary interest to the university's administration. This does not im-
ply, however, that public officials should ignore efficiency in allocating_State funds.

2The student's room and board charges are usually omitted from cost calculations -ause they would have been incthed pven if that person
were not in school,

?Some authors refer to the monetary benefits as -investment" benefits and to nonmonetary benefitsas "constinptico" or "psychic- benefits .

lit is, of course, possible that many nonmonetary benefits of some jobs (e,g,, college teaching) are payments for productivity. In thissurly we will
assume that productivity can be measured by salaries,

sAn external benefit is a desirable indirect side effect of an-action that confers a gain on persons without exacting payment.

6 It should be noted here that analysis of the pecuniary costs and benefits of education supports Winkler's conclusion insofar as the desirability of
increasing the representation in higher education of minorities, women, and the poor is concerned. We found that nonwhites and females receive higher
rates of return on their investment at each educational level than do white males. See also Richard Freeman, "The Implications of the Changing Labior
Market for Members of Minority Groups," in M. Gordon, ed. Higher Education and the Labor Market, New York: McGraw-Hill Book Company for the
Carnegie Commission on Higher Education, 1974.

7If high school and college graduates have different characteristics that affect earnings capacity (for example, ability, motivation, and family ccoi
nections) then failure to adju0 for these differences would result in earnings due to these characteristics being attributed to educa ion.

aThese are his estimates for persons in business occupations. Returns to persons in other occupationsare somewhat lower; the rates of return ti
- the Ph.D. in government occupations is 1.8% and in education 1,0% , The returns to Master's degrees in these occupations are negative,
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ANhen Rogers adjusts his income figures to account for ability and other differences between graduatestudents and undergraduate students, this
rate falls to 3% .

laThis negative rate is for male degree holders; female Master's degree holders receive a 6.3% rate of return on their investment.

Maxwell's sample, 56% of the men with Master's degrees majored in education. This compares with 31.1% of the men at the University of
Nebraska, from which he drew his sample, and 27.2% of the men at all U.S. institutions. See Robert II, Wessel, "Ability and the Returns on Graduate
Education," Western Economic journal, June 1971, 9, pp. 298-210, for this criticism of Maxwell's study.

12It is difficult to interpret graddate rates of return based on Census data. The 1960 Census permitted calculationof the average earnings of per-
sons who had completed more than four years of college. Although Ph.D. and Master's degree recipients are included in the data, so too are dropouts,
persons who take longer than four years to receive their baccalaureates, and many graduate students. These rates may therefore be biased estimates of
graduate rates of return,

',The difference between the graduate rates of return of Hanoch and those of Ashenfelter and Mooney may be due to a difference between ability
levels of the two samples. Ashenfelter and Mooney admit that the average Woodrow Wilson fellow has a higher IQ than the average graduate gudeht.
Therefore, whereas Hanoch's estimate represents what an average graduate student might expect to receive, Ashenfelter and Mooney's estimate repre-
sents the return to an above-average graduate student.

'45ee Becker, Human Capital, p. 73 and Appendix 2 (this report) for a discussion of this iss

',We are assuming that future supply and demand conditions in the labor market do not favor college graduates over high school graduates or
vice versa. If high school graduates are in excess supply while college graduates are in high demand, we would expect real earnings of college graduates to
rise more rapidly than real earnings of high scool graduates.

'6 By convention, direct costs include all costs of college except foregone earnings.

"A tuition fee of $1,050 per year (instead of $660 per year) for Stage I graduate students and a fee of $1,575 per year for Stage II graduate stu-
dentswith no increase in the average grant and fellowship, including tuition waiverwould increase the percentage of direct costs bome by graduate
students to 13.8% .

q'This conclusion could be altered if the nonmonetary benefits from higher education are substantial, but only if graduate education produced
higher-valued nonmonetary benefits than undergraduate education produced: Since it is likely..that graduate edu6tion produces fewer nonmonetary
benefits than does undergraduate education, we believe oUr conclusion is valid.

',We owe this point to Professor Leonard Merewitz of the University of California, Berkeley. For a discussion of this issue, see Leonard Merewitz
and Stephen H. Sosnfck, The Budgers New Clothes, Chicago: Markham Publishing Company, 1971, pp. 85-108.

20If we had used cross-section data on earnings of UC and CSUC faculty members, the rates of return would have been lowered substantially.

"A 1971 Department of Finance study of 334 full profeswrs at UC Berkeley :evealed that theaverage professor receiVed additional compensation
(including research funds) equal to 16% of his 9-month academic salary. Our assumption that the average faculty member re<eives equivalent compensa-
tion has a tremendous effect upon the estimated rates of return. Whereas the social rates of return on graduate education were 6.7, 8.9, and 12.9% (de-
pending on length of time in school) when earnings were ai4mented by 16% , the corresponding rates were 3.3, 4.8, and 7.3% when we assumed no addi-
tional earnings.

"Because of the small sample sizes, one sl-ould view these rates with some skepticism.

"Of course, one may argue that using Ph.D.'s in these nontraditional jobs is desirable since the additional knowledge and ability a Ph.D. recipient
brings to these jobs will certainly be good for society. While this may be true, it is unlikely that the benefits from filling these positions with PhD_ recipients
outweigh the costs. The undiscounted social cost (including foregone earnings) of producing one Ph.D. at the University of California is between $68,000
and $83,000. And, as Canter points out, " . . . the human cost in unfulfilleAd expectations and discouragement may be even more importart" (Allan M.
Canter, "Scientific Manpower for 1970-1985." Science, Vol_ 172, 1971,132.

"See Appendix 3 of our original report for our data on origins of California Faculty members .

"See Appendix 3rof out original report for the derivation of this. figurem

26 We have said nothing, so far, about the future labor market for baccalaureate holders. The direction of change in t Fe rate;ot return on graduate
education will depend on the change in graduate earnings relative to undergraduate earnings. If baccalaureate holders also face poor market conditions,
the rate of return on gradwte education could rise despite a slower growth rate of earnings. According to the Bureau of Labor Statistics, however, market
conditions for baccalaureate holders are expected to remain fairly stable. (See Bureau of Labor Statistics, College Educated Workers, 1968-198a A Study
,ol Supply and Demand, U.S. Department of tabor, Washington, D.C. 1970.)

We might point ou that Ph.D. holders who enter occupations traditionally held by baccalaureate holders are unlikely to disrupt the labor market
for baccalaureates since the number of Ph.D.'s produced each year is so small relative to the number of baccalaureates produced. In 1972-73, for example,
California public colleges andluniversities granted 66,068 baccalaureates arid only 2,884 doctorates (excluding health sciences). Nationwide, only about
4% of the total degrees awarded are doctorates.
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A REPORT ON THE IMPLEMENTATION OF POSTSECONDARY BUDGET
REVIEW IN MINNESOTA

The Minnesota Higher Education Coordinating Com-
_ ission was given budget review authority by the '1973 Min-
nesota Legislature. The budget review law authorized: (a) the
development of a compatible program budget format for
legislative reporting by all public postsecondary systems, in-
cluding requests for capital improvements,- which related
program outputs to educational needs; (b) the review of bud-
getary requestc.and (c) a continuous analysis of the financing
of postsecondary education in Minnesota in order to relate long-
range needs and the utilization of present resources. :

Prior to the passage of the budget review law, the Com-
mission had no role in postsecondary education budgeting.
Each pubPc system (Minnesota State Department of Education,
Community College Board, State College Board, and University
of Minnesota Board of Regents) independently prepared and
presented its budget to the Governor and the Legislature.
Under this arrangement, the systems were free to structure .

their budget format and reporting categories. As a result,
system budgets were not comparable, program reporting was
minimized, and the, appropriatIona hearings centered on- incre-
mental budget requests..

Under this budgeting system, no comprehensive or
systematic- budgetary analysis was possible for policymaking
purposes, Moreover, the different budgetary procedures imple-
mented by each system, which tended to .emphasize line-item
and object-orexpenditure budget categories, discouraged bud-
get hearings focused on educational goals, needs, priorities,
and pregrams. While this procedure complicated allocation
decisions by the Governor and Legislature., it enhanced the
education systems' strategic capability during the appropria-
tions process.

The establishment of a budget review process under
the direction of the Higher Education. Coordinating Cominis-
sioh resulted from a number of political, financial, and
demegraPhic factors in Minnesota that go beyond the scope of
this paper. As background, however, it should be noted that
Minnesota hes recently passed through a period of tremendous
growth in the postsecondary educational sector. Since 1905, 20
,institutions have been established and many existing campuses
expanded. At the present time, the state is operating 03 post-
secondary institutions through 4 separate governing systems,
many of which aro of marginal size and are In close geographi-
cal proximity to other public: postsecondaty institutions, (A
comparison of public postsecOndary Institutions In Minnesota
with the Come& Commission's 1974 recommendations on In-

bulimia size reveals that of the 53 two-year Institutions, 47
are below the minimum enrollment level and 0 are within the
ecceptable range, Of the four-year comprehensive colleges, two
are within the recommen( led enrollment range and NIX MT
billoW), Since 1070 °vomit on-cam-11)11N enrollments have

Robert f. Rustad and Neal M. Burns,
Minnesota Higher Education

Coordinating Commission

stabilized and are projected to decline steadily through 1990.
Live births in Minnesota have decreased 36% since 1959. As a
consequence, many campuses are under-enrolled and per stu-
dent costs are rising at a time when state revenues are curtailed
by the economic recession and the demand for state funds from
other programs serving human resource development are in-
tensifying. Together, these developments have created a strong
force for more closely examining the stale's investment in
postsecondary education.

A related development at the national level, which has
contributed to centralized budget review by stale coordinating
agencies, has been the pressure for increased accountability by
all public agencies and which has exteMled into pdstsecondary
education. As the National Commission on the Financing of
PostSecondary Education in the United States (1973) has noted,
"The demand, for greater accountability assumes that the pre-
vious efforts of fiduciary accounting and reporting will be con-
tinued and, to the extent possible, improved." 'This has been
the thrust of the budget review task: to provide a better infor-

. matien base for making major program decisions in Minnesota.
In that context, the Commission hassesponded tothe wide de-
mand for an expanded definition of accountability in postsec-.
ondary education, which calls for:

1. Accounting for, the use of resources in relationship
to the achievement of specific objcctivesfunders
may want to know how much institutions spend (in-
cluding cost per student) to achieve an objective and
to what extent the objective is achieved.

2,..'Demonstration that the resources available are used
efficienllyfunders want to know .if the resources
are being.used in order to achieve maximum prod-
uctivity: and

3. Evidence that inititutional objectives selected reflect
the needs of citizens in their roles as students, soci-
ety, and funders---and it cannot be assumed that
their objectives are always identical.

Postsecondary education has grown faster than many
other industriea or public services in our economy during the
last generation (O'Neil, 1971). This rapid growth has stimu-
lated much public and privaSi.concern about the costs of
postsecondary education and how it shoukl be financed, Yet,
very little is known about the magnitude of postsecondary
educntion costs In Minnesota Ilnd how they have changed over
limo, Even less is known about the number and typos (if
programs available in postsecondary education or how they are
projected I() grow in the future, This undesirable situation Is
dun in part to the lack of any comtnonly agreed upon immures
and definitions for postsecondary educallenal activities, It ohm
stems from the different accounting and recording-keeping
Mchniques maintained al meth institution. Differential ad-

1 6 153



BUDGET REVIEW

ministrative and educational structures that exist among post-
secondary education institutions further confuse this complex'
situation.

Since a major goal of state government is to provide
postsecondary education with a reasonable investment of tix
dollars, those respensible for state policy need informatio
which assists them to identify important policy issues, clarify
educational goals. evaluate tha effectiveness and efficiency of
services, and develop appropriate planning procedures for re-
sponding to changing educational----neCds. Utilization of a

'''---program budget system for tate level decision-making in-
creases the state's ability to eal with postsecondary educa-
tional problems in a comprehebRive manner and to place in bet-
ter perspective the principal issues of resource allocation.
While this process will not automatically yield definitive solu-
tions to complex problems, it should provide an improved in-
formation base that is relevant to bialget appropriations and
policyrnaking.

-,_

The central purposelif program budget review in Min-
nesota is to integrate-the planning/programming and financial
management fun6tions of postsecondary education to:

identify and measure real educational
needs
identify broad educational and administri-
live objectives
relate objectives to specific programs
relate programs to resource requirements
relate resource requirements to budgets

Learning about objectives and needs is one of the pri-
mary goals of this type of budgeting. It is essential that pals
-and needs be examined as critically as program categories or
spending levels. In fact, the analysis of budget requests as they
relate to educational objectives and needs may be the most im-
portant result of the budget review process_ It is only.against
the framework of well-defined institutional mission statements
that are coordinated both within and acroas systems that budget
equests may be properly analyzed. Accordingly, one of the

major aspects of the current effort is directed to the develop-
ment of mission statements that specify programmatic respon-
sibilities in the primary functional areas of instruction,
research, and public service.

At the project's outset, the desirability of well-stated
and documented need statements was recognized by the Com-
mission. Such statements would serve as clear evidence of
system and institutional management desire to move toward
specified objectives and measurable outcomes,and also pro-
vide legislative insight concerning the rationale'and importance
of programmatic offerings. In short, need statements are a key
element in supporting the accountability function-of program
budgeting. Stich statements,help describe the discrepancy be-
tween what is and what is desired. Properly feamed need state-
ments can describe: (a). the importance of a need to the com-
munity, state, institution and system; (b) the data which nup-
port the presumption of need; ,(c) the precision with which the
need has been specified; (d) the program and its objectives
being attained, and (a) the measures by which the system (or

Figure 1

MINNESOTA POSTSECONDARY PROGRAM BUDGET CLASSIFICATION STRUCTURE

PRIMARY PROGRAMS SUPPORT PROGRAMS

instruction Orgonitad Public Educational Student Institutional E sternal StU4-nt Auxiliary
4 pcper_mental Research SerOce Supoort - Sfrvig05'. Management 1.ervi0e ACC@ 5 a SSOVICS1

ROSCirCh PrOgram Support

Academic
Initrustidn

Vocational-
Tochnical
imatruction

154

Institutes,
Research Gester

indopndent
Projects

Libraries A
Instructional
MesourCes

Qounsolino
reOr

Guidance

cutive
anagement

Hospitals

4 LahOtatOry

ServiCo5

Scholarships
Ahd SOWS

Int ercoll g isle

Alblot ics

Institutional
Suplort

Agenciet

Stryies
AgehC ea

ResidenCe
Rells And
-nd Service

Instructional
AdnIniStretio.

'AUdent
'AmpOrt
SOrvis.,

WOrk StUdy
Other

Aualliary
ilorolcat

AnCillary

SerVICaa

1. 6 7

rIPIR '141

Aid
AdminiSlratiOn



institution) chooses to he held accountable in determining how
well they have managed their activities to meet the need.
. The budgetary data developed by this process will pro-
vide, for the first time, compatible and comparable financial
and non-financial information for all postsecondary education
systems and begins to emphasize the relationship between
educational needs and programmatic investments lo die out-
puts of the edqcational process. Comparable data means that
meaningful comparisons may be made although differences in
the institutions may be great and although slight differences in
the compilation techniques may have been utilized. With an
understanding of system and institutional goals, however, com-
parisons of many meaningful parameters in postsecondary
education can be perforrried and contribute substantially to an
understanding of costs and results. Examination of the total in-

-.

vestment made by the state in the postsecondary enterprise by
system, campus. and program activity should enable
.policymakers to achieve a more consistent input to educational
decision-making. Ultimately, this process will provide an op-
portunity for the identification of the budgetary consequences
of postsecondary appropriation decisions.

Traditional line-item and objact;ofxpenditure bud-
gets are relatively complex reports that reflect previously ap-
proved spending authorizations. In governmental operations
such budgets usually are incremental, based on some change
from the previous budgetary period. The tindget normally
represents the expectation, among those who have prepared it
and those who will review it, that what was budgeted in the
previous reporting period will be accepted this reporting
period.

Flustad and Burns

Program budgeting is a planning and management pro-
cess which restructures customary fiscal information into
categories representative of the activities that are conducted by
the organizational unit. Program budgeting. then, provides a
structure for organizing information about expenditures and
outputs. The structure provides three things: (a) it arranges cost
data in meaningful units; (b) it eliminates or substantially
reduces overlap; and (c) it arrays budgets with regard to
specific outputs and goals that can he expressed in quantifiable
terms.

In reviewing its charge from the legislature, die Com-
mission identified five primary purposes for the budget review
process:

1. To integrate budgeting with the planning process.
2. To relate appropriations for postsecondary education

to state policies, goals, and objectives for postsecon-
dary education.

3. To make the budgeting process more rational.
4. To improve internal and external confidence in the

budgeting process..
5. To provide an information base and descriptive ter-

minology to I6gislative members and committees
which make investment decisions on programs and
activities better understood and more readily com-
municated.

The provision of financial support to postsecondary
. education is characterized by technical issues and policy

issues. Policy-issues, which are appropriately viewed as the
most important aspect of the budgeting process, include such
matters as the general level of support for education, increasing

Table 1

AGGREGATED INSTRUaION ACTIVITIES

Academic Instruction

Agriculture
Architecture & Environmental Design
Biological Sciences
Business & Management
Dental Hygiene
Dentistry
Education
Engineering
Fine & Applied Arts
Foreign Languages
Forestry
Home Economics
Law
Letters
Library Science

Medical Laboratory Technology
Medicine
Military Science
Air Science
Mortuary Science
Nursing
Occupational & Physical Therapy
Pharmacy
Physical Science
Public Health
Social Sciences
Veterinary Medicine
Interdisciplinary Studies
University College
General College

Vocational-Technical instruction'
Agriculture
Business & Office Occur lions
Consumer-Homemaking
Di stri but ive Educat ion
Health & Paramedical Occupations

16d

Occupational Home Econ mics
Technical Education
Trade & Industry
Related Instruction
Special Needs
Adult Vocational Educatiori
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the access to postsecondary education and the price charged to
students for educational services. Before these issues can be ra-
tionally assessed, however, the financial factors that bear on
them must be thoroughly analyzed.

The Model
Because of the nominal character of program classifica-

tion models and their inherent limitations with respect to the
particular needs of the Minnesota budget review model. the
Commission developed, on the basis of discussions with the
public postsecondary sYstems, a classification qstem which
draws on the Program Classification Structure (PCS) developed
by the National C4nter for Higher Education Management
Systems (NCHEMS). Sorne modifications have been made in
the PCS in order to accommodate organizational phenomena in
Minnesota. The Minnesota budget review classification model
is presented in Figure 1:

There are three levels in the MinneSota program
classification structure: (a) programs (those boxes that com-
prise the top row in Figure 1), (b) subprograms (all of the re-
maining boxes in Figure.1), and (c) instructional activities. The
instructional activities that have been identified for reporting
purposes in the program classification structure_ are contained
in Table 1. In terms of the taxonomic structure, they represent a
.further subdivision of the subprograms -Academic Instruc-
tion" and "Votatienal-Technica! Ins!ruction."

In an attempt to assess both financial and non-financial.
characteristics of a reporting unit, the following information is
collected; (a) full-year equivalent students by level of instruc-
tion, (h) full-time equivalent faculty by rank, (c) certificates and
degrees granted, (d) expenditures by category, and (e) source
of funds. These measures are further supplemented by- a
"need- statement for each program which provides the ra-
tionale for each program request. The need statement also con-
tains a brief deacription of the mission, history, and philosophy
for each program to provide a contextual framewerk for
evaluating the program.

As mentioned above, public postsecondary education
in. Minnesota is organized under four independent governing
hoards. In addition to reports for each system, the Commission
constructed a budgetary rekiort system which arrayed petigram
data by campus and for all public system. As such, the Com-
mission can produce highly aggregated reports by organization-

Figure 2

IL/GET REPORT MATRIX
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al level or program as well as detailed reports by instructional
activity and campus. The Commission budget reporting matrix
is presented in Figure.2. The Commission has mi-line access to
the budget information which is stored on Syste-m 2000, a data
base management system which has the capacity for updating .

the data and producing complex reports in.a highly flexible for-
mat.

The development of a systematic reportLng system for
capital construction requests is perhaps a more technically de-.
mending task than a program bildget repOrting systerm Faced
with a severely constrained time schedule and limited staff, the
Commission limited its work in the area to the adoption of a
standardized taxonomy of space types by function and the de-
velopment of a reporting format. Future work will include the
development of space utilization norms and the implementation
of a facilities planning cycle,

Conclusion
Traditional- budget processes facilitate discussions

about the determination of an overall appropriations level. All
parties focus on the achievement of a negotiated budgetary
figure, Program budgeting, on the other hand, tends to polarize
points of view. Participants are compelled to make a choice
among alternatiVes and substantiate their choices on the basis
of a thorough understanding of .the pnblic policy issues in-
volved. Thus, it should be anticipated that normal collegial vela-
tio-nships will be strained during the implementation or a
program budget system. Establishment of program- budgeting
results in three outcomes. First, it decreases agreement among
the participants. Second, it increases the burden of calculations
on the participants. And, third, the decisions and nutcomes that
result from the process may be different.

Recent eXperiences in enrollment-driven formula fund-
ing and modern educational management practice have
demonstrated that effective budgeting must be based on
programmatie considerations, such as the type of instruction
(laboratory, lecture, clinical supervision), field of study
(automotive repair, social science or nursing), level di instruc.
lion, and other pertinent factors which reflect the educational
activity being conducted. The determination of appropriations
through the application of gross faculty-student staffing ratios is
not sufficient, particularly in a period of stable enrollments and
runaway inflatiorn-As such, a more rational decision-making

.

procedure could be applied to legislative appropriations and to
the internal allocation and management of institutional budgets.

The implementation of a. program budget system in any
public organization i8 a highly technical and politically con-
troversial task. Political resistance is encountered whenever
change is inirodecod into a system. Established procedures and
priorities are potentially threatened, comfortable relationships
disturbed, and unknown outcomes posed. In many cases, pow
questions are raised about an enterprise and suitable explana-
tions are requested. This is a stressful and threatening ex-
perience. On the technical side, the establishment of a program
budget system represents a difficult and lime-consuming exor-
cise which requires the Identification of programs and the im-,..
plementalion of sophisticated planning budgeting, and
management techniques. Frequently, It necessitates the conver.
stun of existing record systems into a now format,

Presently, program bialgeting is program reporting. In
other words, educational expenditures mul activities are,cm-
vernal from organizational accounting and recording into a
report which is structured programmatically. A prograin bud-
get system would myrtle malicelly identify end organi7m tho oc.



tivities of an institution in terms of its objectiVes, disPlay the
costs of these activities over time, and relate activities and their
costs to the outputs associated with the achievement of en in-
stitution's objectives.

Program budgeting can be viewed narrowly or broadly
within the context of the decision-making process. In the con-
strained approach program budgeting consists of the systematic
accounting of expenditures according to some program
classification structure. For policymaking purposes, this ap-
proach represents a substantial improvement over traditional
fiduciary budgeting and accounting, Within this particular ap-
proach to budgeting, it is possible to more easily understand the
program objectives, operational style, magnitude, and array of
activities occurring within a system. This approach to program
budgeting provides an overview of existing programmatic ac-
tivities. It is also possible to view program budgeting as a more

RuStaa and Burns

extensive policy4miented analytical exercise. According to this
model, budgetary allocations are made in accordance with
specific missions, roles, and programmatic objectives. As such,
it is more closely tied to the planning and policymaking process
and the data base generated may be utilized directly in the
analysis and selection of alternatives, The long-range goal of
the Commission's program budgeting effort is to provide an
analytical framework that is of value to planning and
policymaking at both the system and the legislative levels. The

n ,reality of planning in public institutions, in it. strongly sug-
gests that a mutually understood budgetary/planning instru-
ment is required for effective communication between institu
tional and system representatives on the one hand, and legisla-
tive members and staff on the other. The current program bud-
geting effort represents a significant first step in that direction;
future revisions and efforts will carry it further.
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THE FRUITS AND FRUSTRATIONS OF STATEWIDE-COOPERATIVE
RESEARCH EFFORTS

Ceoperative research efforts within a higher education
system are not new. The activities in Kansas during thc, past
three years are noteworthy because they developed as a model
for institutional research. Several diverse major data collection
and analyzation projects were undertaken which restilted iii
the 'publication by the Board of Regents of: (1) Guidelines for
Increasing Academic Efficiency at the State Colleges and
Universities (hereafter referred to as Guidelines); (2) Physical
Development Planning Manual; (3) a Physical Development
Planning Workbook for each campus and a long-range plan-
ning flyer for each campus (flyers were published locally); and
(4)A Review and Analysis of Undergraduate Programs at the
State College and UniVersities.

An evaluation of this model with its diverse compo-
nents is needed; to evaluate Kansas decision-making. This
paper will address itself primarily to comments on the fruits
and frustrations engendered by the personnel involved with
this model. Some general evaluative comments will be noted
also,'

Background and Assumptions
.The introduction to the Guidelines (1972) report very

Carefully and articulately stated the underlying philosophy,
assumptions, and methodology which permeated the entire
system-wide.institutional research effort.

Under these circumstances the matching of
available resources against society's expectations
of, and demand for, public education of thy highest,
quality requires the exercise,of maximum efficien-
cy, thoughtful planning and ratioal setting of
priOrities.

No college or university can do all the
things its students, faculty, alumni, and patrons
would like to have it. do., Each institution has to
establish priorities. Wm:lover, in state systems, the
priorities for each unit must reflect overall,
system-wide priorities in keeping with the fiscal
and social realities of the slate. Obviously today,
when social changes seem to come more rapidly
than in the past and when a number of impending
changes appear to relate directly to the educational
system, it is essential to be ready to forge new
plans to reflect changing conditions,

Faced with the need to husband resources
carefully and allocate them wisely, the Kansas
Slate Board of Regents has chosen to develop close
coordination and cooperathn among the six units
for which it is responaible through a "dodt-your-
self" approach. Believing it unwise to pour
resources Into a large central coordinating staff
in Topeka, the Board has relied on a sm(ill
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professional staff, working with committees o
representatives from. each of the six institutions
to analyze needs'and probiemsand make recom-
mendations [italics mine].

This approach to system-wide coordina-
tion was formalized in 1969 whett with the ap-,
proval of the Regents, the Presidents of the six
Kansas,State colleges and universities established
the Council of Chit Academic Officers (COCAO),
bringing into close association the six officers (one
from each campus) most directly responsible for
administering the academic program ai each Loi-
lege and university. The Presidents asked this
group to review the programs of the six institu-
tions, giving special attention to the eature and ex-
tent of duplication in the offerings of colleges and
universities, and to prepare specific recommenda.

'lions far the development of a more efficient and
effective Regents' system in Kansas. No special
funds were appropriated in support of this
analysis; a rigorous self-study was conducted as
part of the regular ongoing operations of the in-
stitutions [italics minej.

Certain basic assumptions underlying this
approach to the problem were gradually, clarified
through discussions within COCAO and with the
Presidents, Regents and various faculty members.

, Among the more important are the following;
. . They [Kansans] want quality

education at reasonable cost.
2. . . The assumption that, because the

slate's population has not increased materially in
the last 30 years, Kansans should resign them-
selves to stagnation and mediocrity is -specifically
rejected,

3. Lasting improvements -in the operating
efficiency and effectiveness of the Kansas colleges
and universities can best he achieved by utilizing
the expertise within the six institutions rather than
by attempting to impOse refprms developed by a
large central staff or by outside consultants,

4. The achievement of effective coordina-
tion over tho long run is dependent upon the
establishment of a continuing process of inter-In-
stitutional program monitoring and review.

5. While unjustifiable duplication of
programs should not he permitted,. in some in-
stances duplication is both necessary and desir-
ableand not particularly costly. (Kansas Board of
Regents, 1972, p. 1-2)



PersonnelTheir Fruits and Frustrations
The preceding quotation, as is often the case, does not

tell the entire story. It is correct that the confederation approach
was dictated and each institution was to perform the necessary
data collection and analysis by taking the resources required
"out of -its own hide." At the inception .of the project the
organization and operation of the institutional research officeS
on the respective campuses ranged from no officeor personnel
to a sophisticated office with four full-time personnel working
in all facets of educational research. The initiation of these pro-
jects forced one college to free a person half-time to work in in-
stitutional research with one graduate assistant. Ironically, over
.a three year period, this college put more resources into institu-
tional research personnel than its sister institutions. The net
result for the entire system was an increased emphasis on in-
stitutional research on each campus.

One of the important reasons for the unqualified suc-
cess of most projects was the personnel involved. In any
representative group a certain amount of self,interest and
political "horse trading" is present. The top three representa-
tive groups in Kansas (Council of Presidents, Council of Chief
Academic Officers. and Council of Business Officers)
generally pin self-interest ahead of objective decision-making.

However, the Institutional Research Personnel (IRP)
approached their charge with a high degree of professionalism,
objectivity, mutual respect. trust, and friendship. Without ques-
tion this atmosphere contributed greatly to the productivity,
validity, and reliability of the group's collective effort. Ob-
viously this was a chance occurence which could not have been
preplanned.

To some extent this objectivity carried over to the Long
Range Physical Planning. group, However, one immediate
problem in this group was .a lack ef uniformity in positions of
institutional representatives. The majority were architects but
institutional researchers and other administrators also
belonged to this group. Mucli of the data required by the Physi-
cal Development Planning Manual for the respective Physical
Development Planning Workbooka involved a collection of
data on semester credit hours, contact hours, credit hours,
square footage, and so forth. This data was collected on cal)
campus by one.of the following offices: institutional researce.
planning, or architectural. This procedure could have lent itself
to non-comparable data because of definitional problems. For-
tunately, most of these problems were identified, but not al-
ways prior to the collection of data which resulted in duplica-
tion of effort. Real coordination on each campus was required.
Both local and consulting architects dkl not always fully ap-
preciate problems peculiar to higher education.

Very early in the collective discussions it was decided
to make the Program Classification Structure (PCS) developed
by the National Cooler for Higher. Education Management
Systems '(NCHEMS) the basis for all data collection and
analysis. This was a vvise deciskm so that data would be intra-
and inter-institutionally compatible. However, outside of the
six. Institutional research offices there was great diversity In
regard to knowledge of the taxonomy. The local architects did
not understand the rationale behind the taxonoiny and some
business officers viewed any new system of common account-
ing as a threat which would diminish their control. Department
chairmen hail trouble diffenintialing between NCI-IEMS data
designed for inter-institutional use and departmental data
which was nornially medlar to a given organizational struc-
ture on 0 given campus.

The Major irony in developing the institutional research

Michael O. St

model was the Board of Regents' staff had no one knowledge-
able or working full time in institutional research until the
design was completed for the last publication. A Review and
Analysis of Undergraduate Programs at the State Colleges
and Universities. However, the Board staff did have very capa-
ble and knowledgeable people working with the Long Range
Planning Croup, the Councils)! Business Officers, and the ad
hoc formula budget group.

The initial 20 months of individual and collective effort
culminated in December .1972 with the publication of the
Guidelines report. Prior to publishing the report the Council of
Presidents had to determine-how much of the data was to be in-
cluded ii the final report. The report from the Council of Chief
Academic Officers to the Council of Presidents included a 40-
page appendix showing instructional cost data by field of
study, by institution, and by student level. However, the final
product showed only two tables: salary cost pe-r student credit
hour by student level; and salary cost per student credit hour
by student level for selected fields of study, i.e., social sciences
and engineering. Salary 'cost differentials proved to be poten-
tially embarrassing especially when relatively low paid teach-
ing assistants were used. Additional editing was performed
which resulted in a more concise but a "sanitized" final
publication,

Some Ramifieations
The Guidelines report made national headlines and a

synopsis in Time stated that 63 graduate degree programs were
recommended to be discontinued. Nunierous other programs
were recommended to be placed in a provisional status. The
figures were really much more of an analysis of fail d' ac-
compli action. Through atrophy most of the programs were
vestigial at best arid already defunct at the worst. In essence a
catalog housecleaning of degree programs was accomplished.
The criteria for placement in one of these categories was
degree productivity. It was noted earlier in assumption five that
duplication per se was not necessarily bad, However, the quan-
titative approach ignored qualitative judgments. The recom-
mendation to discontinue these .programs was .sound. It did
hurt a few programs, and it did sound a warning to many
departments of the new ground rules for retaining valuate
programS.

One special problem should be mentioned. In a system
where campus enrollments range from 4,500 to 19,500 a strict
quantitative measurement obviously places more constraints
and hardships oh the smaller campuses. For example, in the
colleges programs are offered in the department of music in ap-
plied music and music education. In most crises, the vast ma-
jority of students pursue the music education option. Relatively
small musk departments were faced with a choice between a
degree offering in applied music (PCS category 1004) and
music education (PCS calekory 0032). However, a compromise
was reached in the Council of Chief Academic Officers
whereby all music would be recorded as applied music
thereby insuring the music programs at the colleges.

The specific recommendations sel forth in the
Guklelines report established WIMe additional leaks to be com-
pleted with concurrent timetables, The printed word came
bock to haunt some of the institutions which had some second
thoughts obout what effect the Guidelines report was having on
their campus. The die had been cast and plans were made in
the spring of 1974 to conduct a mama faculty activity analyais
and to prepare 11 "Ctlithiline5 II" report on undergraduate
programs. In March 1975 A Ileyiew Onil A nolysis of Under-

.,

7 2

159



STATEWIDE 600PERATIVE RESEARCH_

groduote Programs at the State Colleges and Universities was
published. The newness of this publication and the author's
unfamiliarity with it precludes any comments at this time.

Limitations
_ All concerned noted the limitations in the Guidelines

report:

This report should be viewed as a sig-
nificant first step in a complex process. With
experience, it may be expected that more
sophisticated methods of analysis and evaluation.
including greater emphasis upon qualitative fac-
tors, will be utilized adding weight to future
recommendations. While data never before
available have cooperatively been compiled as a
result of this study, that data base must continue
to be further refined. In any case, programs must
be reviewed contimiously to assure appropriate
adaptation to changing conditions.

Limitations of this report stem primarily
from the enormous complexity of the subject, the
limited time available for preparation of the
report, the lack of adequate national and regional
norms regarding the matters under investigation,
and the fact that the Regents' responsibility and
authority in state planning does not include . the
private, municipal, two-year or vocational tech-
nical institutions. Nevertheless, COCAO, the
Council of Presidents and the Board of Regents
believe it is a substantial_ beginning worthy .of
careful consideration by the Governor, the
Legislature and the' general citizenry of the state.
[Kansas Board of Regents. 1972, p.

Evaluation
Kansas was very slow in any statewide master plan-

ning effort. Many, states had elaborate plans developed. Some
were good and some were discarded as soon as they were cinm.
pleted. Those items which were difficult to quantify have, in
some cases, come back to haunt higher education. Without
question the problems of accountability and credibility, or lack
theieol, in higher education resulted from many legitimate re-
quests for information by boards, legislatures, and the public
being ignored or refused on the grounds that higher education

1 71

did not fit the military, industrial, or business model of produc-
tivity. While there is much in higher education which cannot be
quantified, this is not sufficient -reason for the inability to
answer legitimate (and some illegitimate) requests for data or
measures of productivity or accountability.

The Kansas model is noteworthy because in spite of the
political considerations already mentioned, the Kansas model
told it "like it was.- This may not have been the original intent
but it was the net effect:"The faculty activity, analysis is
especially noteworthy. Unquestionably it had its limitations.
Any self-repod instrument has inherent limitations. The first
activity instrument was a remarkably valid document which
preceded the NCHEMS sample faculty activity instrument by
years. The Kansas insh.ument was developed with much sweat
and tears but at very minimal cost. It became abundantly clear
as the design phase of "Guidelines II" was nearing an end
that the same care, concern, and planning had not gone into the
second faculty activity analysis instrument (a modification of
the NCHEMS instrument) that had gone into the -green sheet"
(the Kansas faculty activity analysis instrument developed in
1971-72). Nonetheless, the Kansas efforts in faculty activity
analysis not only contributed to the literature in that field but
also materially contributed to statewide planning.

The physical planning studies were noteworthy
becanse they documented the need for planning (especially in a
period of declining enmllments) and again provided compati-
ble and comparable data.-For the first time in Kansas, planning
and programming preceded requests for physical facilities in-
stead of building first and making-programs meet the facilities.

The concern now in physical planning is whether,
especially in tight economic times, the three-quarter of a million
dollars spent in planning and consulting will be wYsted and the
former traditional -squeaky wheel- approach will prevail in
capital construction and even more importantly in renovation.
'remodeling, and replacement of facilities.

Finally, the test of the whole model will be whether the
various documents gather dust or will they be sailed,
reviewed, updated, and implemented? This presentation has
stressed the importance of the personnel involved. The author
feels this was the most critical factor in the success of the Kan-
sas 'model. Some of the principal parties are now gone; as time
passes more will go or fade, The final question is: will the-
model and its sequel flourish with new people (legislators,
Regents, staff, and administrators) or will the fruits of the Kan-
sas model wither away in frustration?

Kanis Boaid of Regen Physical development planniiig manual. Topeka, Kansas, March, 1972.

Kanxas Board of Regems: Gpubihnex tor irupwsing arkuilIC villUIPMy dt 111V qatf. JihrS ivelS110., Kansa., De i ii tier, 197.

Iff.hiftl iii Regt.fif Physu al devii/opment Monolog sv ()kip( h of 1he six 'wail utions) Topeka, 1 -1,

Kansas hoard of Ri ult% 4 oisues ind armlysis tit h.q.:m.1LN( i' ,iri igr..an'. .1( (Ili, %tali. ii illi'g.''. onfl ivf,hifjoi I ,n'ka, Kansas, M,ir IL 1975
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DATA, RESPONSE TIME AND FREQUENCY OF USE:
A STATEWIDE SERVICE ANALYSIS

According to a recent study by the Rand Corporatiori,
hardWare costs-amount to about one-third of the total data pro-
cessing expenditures in higher education. The rest is involved
in developing programs, software, and maintenance. The costs
in telecommunications have been decreasing significantly in
the past few years as a result of Telpak and other telephone
company packages. The economies of scale for storage and
computer processing are related to price by a squltre.root pro-
portionality. For instance, three times the price gives nine times
the capability. After these technological trends are understood,
it is then the task of states and universities to structure them-
selves to be in a position to take advantage of impending
developments.

In Connecticut. with Many of the public colleges having
their own computers. saving money by planning future
developments was basically a case .of somehow sharing pro-
grams and program developments. This, in turn, requires a
mechanism of laying out data in a standard way so that a pro-
gram developed at the one institution will be stored in a format
that can be accessed and used by other institutions.

The requirement for a .common file system brought us
to the need for a =data base management system accessible to all
state colleges and universities. By definition, a data base system
is a "growing community of data designed to serve a growing
community of users." The data base management system
makes the dreams about a management information system
(MIS) a technical .possibility. The data base system is data
oriented rather than program' oriented. This allows data to be
arranged in many different ways from many different, files
(e.g, student, faculty, financial, etc.). "Data management" is
the secret to having flexible MIS.

The traditional, separate file systems limit the ability to
compare different types of data. For instance, in Connecticut, a
typical problem is to have course informationton one file or
computer tape and student information on another file or tape.
If a new application requires the use of both sets of data, a pro-
gram must be developed which will logically relate the data on
the two files. On the other hand, the data base structure itself
contains the logical relationships. The data categories and their
links to each other are part of the data base structure. Conse-
quently, any data can be related to any other data; the efficien-
cies come from good design in data storage.

The data base management system allows data to be
entemd,once and various application programs (past, present,
and future) to go against the data. Thus, programs and data are
Independent of each other and so can he changed indepen-
dentlysaving thousands of programming hours. I-hwing one
file structure means programs can be used by every institution
in the slate and the colleges can be assigned to work on
different parts of administrative data processing. Also, mainte-
nonce wha:h consumes Iwnit 60% of data processing efforts

Jomes\J. McGovern. Connecticut
Commission for Higher Education

can be done once in rewriting programs, updating codes, data
. etc. and then benefit everyone.

The trade-off of having a data-oriented system rather
than a program-oriented system is that you must have a good
idea of all the data and how often it will he accessed from the
very start. Compare Figures I and II. The difference between
the two is like the difference between two national hamburger
chains. One believes they know your needs and packages its
product, while the other keeps the pieces (data) separate and
puts it together -your way.-

Unfortunately, college administration is not as simple
as arranging accessible storage places for pickles, onionsbut
may be more like designing a large department store where the
choice of where to store or locate things is not obvious. Rela-
tionships among items, customer traffic and item turnover must
be considered.. Data base consultants, such as Leo Cohen of
Performance Development Corp., Trenton, New Jersey, suggest
that a -service emalysis is necessary to have reasonable
response times upon access to a data base system. That is, the
files must be arranged so that the most frequently accessed
data is stored -up front", while less used data is stored in the
.back recesses of the file structure. '

An important consideration is that both ,present and
future data needs be considered. Conseqaently, a statewide
serviCe analysis was undertaken in Connecticut wherein the
data processing centers listed data, availability time (how fast), .

and frequency (how often). Next a plan was developed to ob-
tain future data requirements directly from the administrators.
The similarity offindings/results was remarkable and provided
documentation of the similarity of college administration and
the need for a data base management systernnamely, data re-
dundancy among administrative offices. .

Outline of Results
The documentation accumulated during the statewide

service analysis was extensive. The data was collected during
an eight-month period, but could have been completed in four
months if one unit had begun when requested. Wherever
possible, results wore shared among colleges to provide il-
lustrative examples and motivation to those colleges delaying
completion or saying it was "impossible" to do,

Services
The _ervice analysis, among other things, provided a

listing of every administrative computer program ervice) in
the state system of higher education.

The services were grouped into "systems" and then.
grouped according to the five NCH EMS dela bases giving five
pages of Systems by Sthools. These pages provide some in-
Westing analysis of thelnformation required by different types
of Institutions of higher education. They also indicate priorities,
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similarities and the "evolutionary steps- demonstrated upon
comparing institutions at different developmental stages. The
pages indicate present priorities in providing automated infor-
mation for decision.making.

The next step in .our service analysis was to obtain
some indications about future computer service requirements.
During this step virtually every college administrator 1-n the
state was interviewed. The form used in defining existing com-
puter services was also used for describing future computer'
services. Consequently, as much as possible, administrators
were asked to specify their needs down to the data element
level giving both the availability (how fast) and frequency (how
often) for the computer service requested. There were unex-
pected amounts of agreement even among different types of. in-
stitutions. For instance, there waS fairly good agreement as to
what services should have rapid tfirnaround time. Indeed,
some of the key factors for determining the cost-effectiveness of
a teleprocessing application are present in the service analysis:
availability and frequency. For insta-nce, the admissions officer
may want to have the 30-second availability of on-line registra-
tion. but its frequency of use may be only once a semester. On
the other hand, the college accountant mayneed" two-minute
availability on dvender file, but he accesses it as frequently as
a dozen times a semester. Thus, although availability is the key
factor in evaluating on-line applications, the frequency of ac-
cess provides further information in evaluating choices.

brgeneral, the more changeable aspects of administra-
tion were cited for rapid availabilityindicating an almost on-
going or continuous analysissuch as accounting, facilities in-
ventory, class lists, etc. Services need for occasional or annual
analysis, such as minority statistics, dean's lists, etc, would not
have the same priority for on-line design..

It became increasingly evident during the interviews,
especially at the University, that the new computer service re-
quests could be satisfied by interrelating 'and interpreting the
data presently maintained on separate files. In other words, our
;Study indicated that the "additional data" needed for decision.
makirfg required the integration of different types of data, The
.study showed that data management was even more important
than realized. For instance, the Registrar al the .University of
Connectieut requested a Degree Audit Program which would
require accessing the Students File and Courses File and a
Scheduling Proirom which wofild link the.Courses File with
the Facilities File. The data existed somewhere but was effec-
tively unavailable.

The student area emerged as the most redundant and
most in need of having one data base accessible to all the ad-
ministrative departments. This is important in order to mini-
mize inconsistencies of student data from department to depart-
ment. Also, the subtle but important differences in' general
fund students, extension students, part-time, full-time. etc. in-
vite automated help. A complete record of each student could
be used for its several parts y the financial aid office, housing,
billing, graduation, library, and 46curity. IJecision-making can
involve several different sets of data.

Our studies indicated that the reconciliation of
differences in two similar data programs are so subtle that nd.
ministrators have found it easier to develop additional pro-
grams than to find the cense of the differences. Consequently,
the conventional file systems beget mere and more redundan-
cy, ina,;ctiracy, /I nd questionnaires, We have found data incon-
sistency to be worse at the more developed institutions where
different administrative departments update their files from
different sounms. Developing inure conventional file systems

James J. McGovern

will only make matters worse; all would welcome an integrated
approach.

In summary. the information requested for future
analysis was net, new but rather the requests were for more
timeless, integration, and more ability to eXpand without redo-
ing large sections of past work. Many "services" requested
were precisely the benefits advertised by a data base manage:
ment system: better accessibility. large-scale integration and
modular development.

The NCHEMS packages address many of the requests
for management data; they do not address all the needs by any
means. NCHEMS programs themselves could use a data base
management system at their base to handle the changes and up-
dates to their data. Thus, NCHEMS programs are one set of
many application programs which can access a data base struc-
ture containin2- all the data of a particular college,

Data Elements
Every computer service has a number of data elements

associated with it. For example, the computer service Dean's
List requires such data elements as '. courses, grades, student
names, etc. After the data elements were collected for every
service, they were entered on an index card with their frequen-
cy airl availability times and then grouped to give accumulative
scores for each element. When these frequencies of use were
added for the various administrators, some data elements were
found to be accessed hundreds' of times per year. Other ele-
ments were accessed only a few times per year. The frequen-
cies of use were surprising. This also brings us back to the
earlier discussions regarding data management, namely, that
data should be stored according to its access requirementsf irst,
and then according to its logical relationsh!ps.

The variance in frequencies of use of data elements
was beyond expectations. Analysis is still in process but the
results are extraordinary enough to perhaps recommend that
data elements not be stored in the traditional, five NCHEMS
data bases. In other words, the NCHEMS data categories may
be fine for human processing but may not be the optimum ar-
rangement for computer processing.

Experiences and Recommendations
There was a similar study (McGovern, 1973) in the

Now York City-Long Island area. That study was limited to
determining faculty data elements but contained an extensive
bibliography and a theoretical discussion of such analysis. The
previous method was superior in that it allowed a statistical
determination of "accuracy" of the consensus. It. relied on the
iterative process of successive delphi questionnaires. The
questionnaire results were refined by successive rounds and a
comparison of results from 2 independepl-groups of 15 colleges
was. made. The delphi approach was not used in Connecticut
because of the insistence of our management consultants on the
need for interviews. My conclusion at this point is that parts of
both could have been done within the same time frame.

Although the results of the study give.strong evidence
for a data base management system, it should not he recom-
mended to everyone. II requires cooperation on a rather good
level. If componeals of higher education are "at war," this will .'.

probably provide more ammunition. Our eXperience in Con. '
necticut showed that the serviee analysis provided an oppor-/
iunity to involve top, midtlle, and lower management. It alsif
allowed us to dissipate fears about the now system. We will
probably repeat the service analysis every other year as it
mellux1 to slily in contact with college administrators.
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We learned that the president of each college must
-direct" his datir processing director to do the interviewing or
else it will never get done. We found that the analysis must be
viewed for its internal merits and not as a project to help the
central office orfstate coordinating agency.

The phrLise that probably won the most reeeption was:
"Let us plan together and share results as they develop in the
next few months." The study was only as good as the efforts on
campus, and So it was essential to enkindle thoroughness on
each campus. in one.case, help (consultants) had to be hIred to
get a college Moving. There also needs to be enough similarity
of response among similar administrators to obtain "statistical
results.- On the other hand, every administrator should have

been given clear possibilities to participate. That is, even if
statistical reliability is not achieved, you must decide and
design your data structure ao all must indirectly give consent to
the system.

According to the service analysis philosophy, it is
easier to determine data needs and store the data according to
accessibility than to try to anticipate the eventual interrelation-
ships of various administrative systems. Having the programs
"go against the data" means that programs and data are inde-
pendent of each other. The independence will allow progress
and sharing to proceed in both the area of writing application
programs and updating data. Data management via a data basp
management system appears to be precisely what we need,
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PRELIMINARY STATE LEVEL PLANNING FOR HIGHER EDUCATION
RETRENCHMENT

Sane coordinating agencies are concerned with main-
taining statewide systems- of viable institutions .to serve the
higher education needs of their. people. These agencies have
recognized or soon must recognize that before the end of the
coming decade, declining enrollments will force the elimination
of many programs, the reduction of basic fundions, and even
the closing of some institutions of higher education. These
.agencies also recognize that inflation and other economic fac-
tors will undoubtedly force institutions to operate more effi-
ciently if they are to rn.a Hain present standards of quality.

In Oklahoma; 0-1O Oklahoma State Regents for Higher
Education have constioVonal responsibility for establishing
and maintaining.standatds of education as they apply to the
higher .education institutions of the Oklahoma State System of
Higher Education. The State Regents also have coordinating,
leadership, and planning responsibility.

Oklahoma institutions of higher education have not yet
felt the full weight of this country's problems with inflation,
unemployment; and power shortages or the effect of decreasing
enrollments, but the time has come when Oklahoma and all
other states must face these and other problems squarely. The
Oklahoma State Regents feel that institutions must have help in
making the changes necessary to maintain theirviability. This
is a report on the Brit steps taken and plans proposed for pro-
viding that help, From this project, criteria, standards, and pro-
cedures emerge to help Oklahoma institutions become more
efficient 'while maintaining quality.

Enrollment Trends
Oklahoma has, since statehood, had a deep commit-

ment for providing higher education opportunities
geographically convenient to its citizens. As .early as 1018,
Oklahoma had a total of 20 state institutions. For many years,
Oklahornans haVe pointed with pridato the fact that a very high
proportion of Oklahoma high school .graduates go on to college
and that Oklahollta xanks high among all states in the ratio of
state colleges and universities to population. A few people,
however, focused their attention on the high number of small
colleges scattered across the state in relatively unpopulated
areas. They spoke out strongly against the financing of small,
inefficient, and often ineffective institutions at the expense of
the larger institutions in a state Where the total resources for
higher education have been limiterL

During the decade of the 00s, Oklahoma grew into its
system of higher education Institutions. Students from
Oklahoma and from across the eountry were grateful hir an op-
portunity to attend college. In-state and out.of.state enrollments
Increased and new institutions were established in the Iwo
lorgest metropolitan areas of the slate to help accommodate
them. During the 00s the Oklahoma LANIslature did not hesitate
to supply the funds required to operate state institutions; the

Larry K Hayes, Oklahoma State
Regents for Higher Education

people of Oklahoma voted several times for bonds 4- ',wend-
ing facilities and the State Regents approved virtually all re-
quests for new educational programs. But the decade of the 80s
will be a different story for Oklahoma, If present trends con-
tinuebirth rates, children in grade school, the percentage bf.,
second graders graduating from high school; the percentage of
high school graduates going on to.college; the ratio of first-time-
entering freshmen to total full-time-equivalent students

. Oklahoma can expect to hal an increasing number of full-
time-equivalent on-campus students through 1983-84, bet must
then expect the possible loss of a third of their on-campus full-
time-equivalent enrollment during the latter.part of the Ms.

Oklahoma can also expect .drastic shifts in enrollment,
with some urban institutions continuing to gain enrollment
right up to 19133!84 and then losing a fairly small percentage of
their enrollment, while some rural institutions which have al-
ready.lost a Significant percent of their on-campus students-will
be struggling to survive.

Enrollments, prograrns, and attitude changes have al-
ready occurred: Out-of-state students were the first to leave as
education opportunities became availafile closer to their homes..
Then, as the draft picture changed, many prospective students
decided to break out of the mold. And-as enrotiments leveled
off, legislators and the peoPle began to talk about accountability
and the State Regents encouraged institutions to drop courses
and programs before requesting new ones. As the demands for
efficiency.and effectivenees grew, the demands for more varied
programs to meet the needs of a mord diverse student body in-
creased.

It was at this point that the State Regents' staff decided
that immediate action must be taken, that even though the state
has approximately seven years to prepare for a radical
decrease in, enrollment, Oklahoma institutions will need to
begin immediately if they are to remain viable. The question
for the State Regents then becomes one of growth potential and
the probability of efficiency; which of their institutions can
probably make it with a reduction in courses and programs or
changed functions; ,and which of their institutions may not be
able to survive under any circumstances.

0

Institutional Viability
The Slate Regents' staff, Identified approximately 20

factors which were thought ti he related to institutional
viability. InStilutional data were gathered concerning each of
these factors to determine if they would discriminate between.
institutions and to provide information needed by the staff to
determine the reasonableness of proposed statulards.

The len global criteria set forth below were identified
as those factors most closely associated with institutional
quality and efficiency. Along with each criterion is presen,led ii
standard against which each institution will be reeastimil, In
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RETRENCHMENT

a! few, instances in which standards are to IR! derived on ihe
sisis of further research and study, (he methiskilogies for ar-.

riving at those standards will be described.
1. institutional Size. The size of an institution is

an important factor in its ability to 'deliver com-
prehensive, efficient and qualitaliw! educational
services to snidents and the public. To determine
institutional size. Ihe ineasuring slick of full-year.
full-time-equivalent enrollment will be utilized. A
minimum of 1,500 FTE en rollmenf will he utilized
as a standard for state and other universities at the
undergraditall! level. A minimum standard of
1,000 ra: enrollment will be utilized for two-year
mlleges.

2. Instian lona! Momentum. Whether student
enrollment is increasing or decreasing is an impor-
tant factor in an institution's ability to recruit -and
retain students, develop new educational
programs, and maintain institutional morale.
There is no such thing as "sleady-stale.- An in-
stitution is either moving forward or backw ard. II
is expected that all institutions should have in-
creased or al least maintained a positive growth
pattern thiring the past five years. a lime during
which state level enrollment has irwreased
markedly.
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3. Per (Thpito Costs. The amount of rewurces per
capita has long been recognized as an important
factor Ili an institution's qqality and efficiency of
operation. The measnring stick of Educational and
General expenditures per FTE enrollment for the
most recent fiscal year will be utilized to deter-
mine per capita costs. Institutions will he
measured against a standard within the limits of
plus:ut-minus one standard deviation from the
mean for like type institutions in Oklahoma.

4. Student-FaculeY Rati6.---The student-faculty ratio
at an institutilin is reflective of and associated with
cost-efficiency, quality of instruction, comprehen-
siveness of educational offerings, and quality of
personal relationships on the campus. The num-
ber of FtE enrollment divided by the number of
FTE faculty will he utilized to determine Ihis
measuring slick. Two-year institutions will he
measured against the following standards: college
parallel courses, 28 to 1: technical and occupa-
tional cours:es. 12 to 1. Slate and'other universities
will he measured against the following standards-
lower division, 28 to 1, upper division, 20 lo 1, and
graduate division, 12 to L

5. Number of Volumes in LibroryThe number of
books, magazines, microfiche, audio and video
tapes. and other learning materials is an important
indication of an institution's comprehensiveness
and quality. This factor will he measured by infor-
mation derived from HEG1S reports submitted by
institutions to the Department of Health, Education
and Welfare. Institutions will be measured against
the standards established by the American Library ,

Association for number of library volumes accord-
ing to size and institutional typem

6 Average Faculty Salary.Average faculty sal-
aries reflect an institution's ability to attract and re-
tain qualified faculty members. This measuring

slick will be- taken from annual salary studies con-
ducted by the State Regents. Institutions will he
measured against a range of plus-or-minus one
standard deviation from the mean of faculty sal-
aries for like type institntions in the region of
which Oklahoma is a part

7. Tenure Status of Foculty.The numher and kind
of faculty holding tenure at an institution boars a
close relation to its quality of instrnction and to the
institution's flexibility of operation. Data to
measure this item will he taken from a facully
qui!stionnaire to be distributed and analyzed dur-
ing the course of the current' study to revise and
update the Plum for the 70's. Institutions will- be
measured against a standard of having no more
than one-half lo two-thirds of their faculty mem-
bers holding permanent academic tenure.
Instructional Space Per Capitu.The amount of
instruCtional space per student is 0 measure of an
institution's efficiency, comiirehensiveness, and
inslroctional quality. The amount of instructional
space per FTE enrollment will be utilized as a
measuring stick to determine this item. Institutions
will be measured against a standard within the
limits of plus-or-minus one standard deviation
from the mean for like type institutions in
Oklahoma.

9. Comprehensiveness of Instructional Programs.
-The comprehensiveness of an institution's educa-
tional program offerings is an indication of its
ability to meet the needs of its clientele and a
measure of success in implementing its assigned
functions. For two-year institutiout, the number of
technical programs and the percentage of students
enrolled in technical programs will be the measur-
ing slick used to determine comprehensileness.
For baccalaureate programs, the mimber of educa-
tional programs Offered and the number of fields
in which degrees have been conferred over the
past five years will he the determining factor. State
and other universities will he measured against a
combination' of Iwo standards. These institutions
will be expected to pruduce graduates in a number
of fields within mmus'one standard deviation frnm
the mean for like type institutions and to offer a
number of baccalaureate educational programs
within minus one standard deviation from the
mean for like type institutions.
Two-year institutions will be expected to offer a
number of educational programs within minus one
standard deviation from the mean for like type in-
stitutions, and to enroll a proportion of studentsjn
technical programs Within minus one standard
deviation from the mean for like' type institutions.

10. Instructional E)ipenditures.The proportion of
Education and General (MG) funds expended for
the function of instruction is ari indication of both
instructional quality and efficiency. The amount of

,--E&G- expenditures per ETE enrollment will he
utilized to measure this factor:4nslitutions will be
measured against a standard of having expended'
al least MO% of total_ E8iG expenditures for -the
function of instruction during tile most *eat fis-
cal year.



Procedures
Following the adoption by the State Regents of these

criteria and standards, the staff began to compile needed infor-
mation and data about institutions for making comparisons in
the light of the standards. Much of this material is already in
the files of the State Regents, and the remainder is scheduled to
be considered during the course of the current review and up-
dating of the Oklahoma Higher Education Plan for the 70s.

When all of the data for each of the ten measurement
criteria hilve been compiled and validated, the standards
adopted by the Regents will he applied 10 each institution.
Thosif institutions which meet acceptable standards on seven
or more of the ten criteria will be considered to be viable and
no further analyses will be undertaken with regard to these in-
stitutions. Those institutions which come within the acceptable
range on six of the ten criteria will be identified as marginal
and further analyses will need to be undertaken to determine
whether an in-depth study of these institutions will he re-
quired.

Those institutions which fall outside the acceptable
range on five or more of the ten criteria will he identified as
questionable, and further study will begin immediately with
these institutions to determine what changes in functions, pro-
grams. Pcsourties, operational procedures, and the like need to
be undertaken to ensure their efficiency and quality of opera-
tion.

It should be emphasized that the purpose of applying
the criteria and standards presented here is to screen out those
institutions which appear to be marginal or questionable for
further in-depth analysis. rathcr than make definitive judg-
ments about efficiency and quality based on the global criteria
utilized in this institutional assessment technique. Therefore,
no negative connotation should be inferred in:regard to those
institutions identified as marginal or questionable, pending
further in-depth study based on more detailed and elaborate
techniques and procedures.

In-depth Follow-lip Study
Plans for an in-depth follow-up study are in the talking

stage at the present time and upon completion-must be submit-
ted to the State Regents.for their approval. The Oklahoma State
Regents' staff is deyeloping specific, rather than global, criteria
which they feel are related to institutional viability. These cri-
terip win probably fall into two categories: those which must be
Merand those Which should be met by each of the institutions
scheduled for further study. Tentative plans call for each of the
institutions to provide the State Regents with_ that information
'needed to determine the status of each institution relative to the
specific viability criteria. It is hoped that the State Regents can
request the kinds of information that will cause each of these
institutions to develop the.management information system
needed by that institution tor future planning and administra-
tion. It is envisioned that institutions would then be given ap-
proximately two years to provide the information reonestdd.
Each institution would probably need financial assistance to
support its planning and data gathering efforts and the State
Regents' staff would be available to provide technical assis-
tance.

Tentative plans suggest that after careful study of the
information provided by each on the inititutions the State
Regents' staff would compile a status report for each institution
which would state specifically where the institution failed to
meet established criteria. Each institution would then be in-
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volved in a briefing session at which time it would receive a
copy of its status report. Each criterion would he reviewed in
light of the information provided by the institution and the con-
clusions reached by the State Regents staff would then be pre-
sented to the State Regents for adoption. The State Regents
would provide a timetable for meeting the criteria for which the
institution was deficient and explain the possible consequences
of not being able to meet the minhoom criteria.

The State Regents' staff would then outline the kind of
assistance available to each institution from the State Regents
to help meet, the yiability criteria and would explain the pro-
cedures for obtaining such assistance. The kinds of assistance
that could be made available are as follows: technical assis-
tance from members of the State Regents' staff; financial sup-
port for activities specifically directed toward the resolution of
problems set forth in status reports: and cooperation from
other institutions of the State system.

Institutions would be advised to develop a proposal to
be submitted to the State Regents office Which would spell out
the kinds of assistance needed. Tne proposal would be
reviewed by the State Regents' staff, Any changes would be
worked out with the institution before being submitted to the
State Regents for approval. The activitieS of each institution
would be carefully monitored by the State Regents' staff.

The people of Oklahoma, legislators, and other con-
cerned individuals and groups would be kept fully informed of
each step taken by the State Regents in their effort to maintain
State system institutional viability. Every effort would be made
to let institutions know exactly where they stand and what they

, must do to meet State Regents' viability criteria.
State Regents' adion would he:taken to eliminate pro-

grams, reduce functions, or close the doors of those institutions
which canritit meet the viability criteria in the specified period
of time.

Consequences of State Agency Inaction
The three major consequences of inaction by state coor-

dinating agencies could be the following: the stagnation of in-
stitutions of Jiigher education; the inefficient use of higher
education facilities and the loss of viability of some institudons;
and the to'.- over by other agencies in providing educational
opporiunit} fur the new clientele.

Faculty tenure policies and collective bargaining prac-
tices plus declining enrollments and restricted funding produce
visions of present instructional faculties, educational courses
and programs, and campus. facilities remaining virtually
unchaoged for an indeterminate period of time.,Higher educa-
tion could well take on the aura of this nation's railroads. State
coordinating agencies must take the lead in helping institutions
maintain flexibility, so they do not get locked in with no room
for change.

Population and enrollment shifts plus unrestricted
recruitment practices and enrollment policies might well lead
to overcrowded institutions in some sections of a state with de-

- mands for more space and additional student housing, while at
the same time enrollments of other institutions become so small
that costs to maintain quality become prohibitive and bond pay-
ments for existing dormitories become an impossibility. State
coordinating agencies must take the lead in the establishment
of statewide policies and practices which will make it possible
for institutions throughout the state to remain viable.

A v5riety of agencies are standing in the wings with
alternatives to the traditional system of higher education
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should the formal structure fail to change la accommodate the
Deeds of the -new clientele," (hal vast number of people ever
25 in this country wha missed out on higher education the first
time around or-who need additional updating education. State
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iordinating agencies must take the lead in developing stale
level plans far an orderly, comprehensive move off-eampas lo
offer educational opportunity to the new clientele at a time, in
a place, in a way, and al a price that is acceptable to them.



STATEWIDE SYSTEMS FOR COOPERATIVE COMPUTING: BREAKING DOWN
THE BARRIERS TO COMMUNICATION AND RESOURCE SHARING

The past decade and a half has witnessed massive
growth in both academic and administrative computing ac-
tWities in higher education. Computing facilities and budgets
have MUshroomed, and computing capabilities have become a
new coin of the academic realm, mentioned in the same breath
with library. laboratory, and classroom facilities. Moreover, in-
stitutions have experienced increasing pressen: to fully utilize
capacity in existing computers, to trim or hold down increases
in computing costs, and to expand the availability of specialized
computing resources without duplicating such expensiv
resources on every campus. Growing state colleges, in keeping
with their emerging roles, have made especially heavy de-
mands for new computing capabilities. Small institutions, bur-
dened by precarious financial conditions, have sought ways to
gain access to computing services without having to purchase,
lease, or hire their own computing hardware, software, and
resource personnel.

Advances in telecommunications technology have
made it possible to access and utilize computing facilities from
great distances. Using telephone lines, microwave linkS, or
satellite communications, computers can be joined so that a
user on one computer may access the processing capabilities of
other machines. Similarly, computing software, data bases, and
decision algorithms may be accessed via telecommunk:atit ns.
In a sense, therefore, eoMputing has become -space indepm-
dent." As a result of the growth of educational computing. :he
pressure for sharing of computing resources, and. ;he
capabilities provided by telecoMmunications, computer het-
working has developed. In the eyes of their supporters. net-
works offer educators a vehicle for both providing computing
services cost effectively and increasing the level of service. Net-
works also provide a mechanism for overcoraing many of the
barriers to interinstitutional resource-sharing. Some visionaries
predict that computer networks eventually link the instruc-
tional, research, and administrative computing capabilities of
colleges and universities into a sophisticated accessible tech-
nological resource.

The list of on-going networking 'ventures involving
educational computing is extensive and growing. A number of
examples dramatically reveal the wide range of existing net-
working activities. ARPANET is an 'international facilhat-
ing/communications network linking the major research com-
puters of a number of large universilieS and laboratories in the
United States. ARPANET's primary contribution is, in proVid-
ing the communications service link enabling the automatic
processing of major computing tasks on any of .a wide selection
'of specialized computers which is_ hest suied to the task A
variety of disciplinary networks have been created to provide
special services to users in different academic disciplines, The
National Center for Atmospheric Research (NCAR) is the hub
of a network serving the atmospheric researchers across the
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nation. The Interinstitutional Omsortium for Political Rvsearch
(ICPR) provides political scientists with access to information
bases and special software programs, A number of regional
networks serve different portions of the country. The New Eng-
land Regional Computing Program (NERComp) facilitates in-
stitutions in the Northeast that need access to computing
facilities at a number of New England colleges and universities.
As of the end of 1973, the National Sdence Foundation (NSF)
had sponsored 28 regional computer networks through its
Regional Cooperative Computing Activities Program, Most of
these networks involved smaller institutions accessing one of
the major edUcational facilities in the state. Finally, a significant
number of states have created statewide educational comput-
ing networks (Mosmann, 1974). While some statewide net-
works evolved from existing NSF regional networks, the
statewide systems are usually more complex and involve a
more complicated set of political, organizational, and financial
issues.

Statewide cooperative computing has afforded educa-
tors with an instrument for addressing goals. related to comput-
ing and to the statewide coordination of higher education. In-
deed, the greatest distinguishing feature between statewide
cooperative computing and other types of networking has been
the active involvement of state government and state coordinat-
ing agencies in the creation of statewide systems. The charac-
teristics of the resulting statewide computing networks are im-
portant subjects for study. However, examination of the ele-
ments of the entire statewide cooperative computing process
provides valuable insights into the omans through which in-
terinstitutional sharing is undertaken. These insights may be
helpful in considering future computer networking activjties
and in encouraging other forms of academic resource sharing.
The remainder of this paper examines the statewide coopera-
tive computing process and its implications for resource shar-
ing in higher education.

The Statewide Cooperative Computing Process
The authors are currently involved in an EDOCOM-

sponsored project that is focusing on the process through which
states have created statewide computing systems. Our research
consists of a national survey of all 50 stales and several case
studies that investigate a number of slates in depth, While a full
reporting of our findings if far beyond the scope of this paper. a
limited synopsis of our process model will demonstrate the
means through which slates break down the barriers to in-
terinstitutional cooperation. Our research indicates that this
model is a useful instrument for analyzing and comparing the
cooperative process even in states with significantly different
characteristics. Figure 1 provides a very rough schematic
diagram of the process model.



COOPERATIVE COMPUTING

Figure 1

THE STATEWIDE

COOPERA11VE COMPLMNG PROCESS

Ac does- -tnt of Mood

Dciioo roPlan/Sharu Impleracnrocion

The Planning Frocnao _ P an

The statewide cooperative computing process is a
repetitive cycle. At any point in time, different states may he al
a different stage in the process. Also, slates may be 'in their
first, second, or even third repetition of the cycle. The assess-
ment of need is the act of evaluating the effectiveness of exist-
ing computing cooperation or of determining that a perfor-
mance gap exists that can be addressed through interinstitu-
tional sharing. The decision to plunlshare may be directly
mandated or it may he encouraged by a variety of indirect
mechanisms. The planning process and the plan are the pro-
cess and pruduct through which a blueprint for cooperation is
created. Implementation includes the activities that result in
an operationalization of the cooperative plan. Following imple-
mentation, the stage is set for evaluation of the effectiveness of
cooperation, determination of whether it is adequate to the
needs of the educational institutions in the state, and a possible
repetition of the whole cycle_

To enable a discussion of each stage in the cooperative
process, it is necessary first to identify how far each state has
progressed in considering statewide cooperation. Table 1

portrays the scope-of the most recent statewide computer plan-
ning process. Fully 25 slates have engaged in some form of
statewide computer planning. Of these, three have engaged in
statewide computer planning that encompassed computing in
all state government agencies, including higher education. On
the other hand, 20 states involved all public higher education in
the planning process. One slate which involved all public high-
er education limited its planning to the sharing of academic
computing alone; another slate acted similarly for administra-
tive computing. In addition, four stales have engaged in system-
wide planning. This type of major planning activity involved all
of the institutions within a system of institutions, such as the
state colleges or slate universities. Finally, one state engaged in
regional planning within the slate. Although a number of slate
plans have recommended regional sharing arrangements, only
Florida used separate yet coordinated planning activities in a
number of clearly-defined regions in the state. ,Finally, 6 of the
30 states that engaged in regional, statewide or systemwide
planning had previously participated in a cycle of statewide or
systemwide computing planning.

In examining the states that have not engaged in plan-
ning beyond the institutional level, a number of relationships
emerge. First, 5 of the 20 have only one public inslitution and
therefore have no real need for statewide planning. Second.
another five have experienced- interventions that are expected
to culminate in statewide planning soon. The remaining states
include slates that seldom employ statewide planning and some
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stales in which planning cotilil begin ;II any lime. From the ex-
amination of the 50 stales, it is clear that interinstitutional com-
puter planning is an increasingly important phenomenon in
higher education.

Analysis of the stages in the cooperative computing
process reveals hnw and why this planning process occurs.
The ossessment of need is perfiirmed by a variety of part les in-
cluding individuals at Ihe educational institutions, the slate
courdinating/consolidated governing board, the state govern-
ment agencies or the legislature, In assessing the effectiveness
of existing cooperative activities, or in defining a performance
gap that can be answered by interinstitutional cooperation_
these parties may be motivated by such goals AS trimming com-
puting costs Or holding down increasing costs, expanding ser-
vices without massive proliferation of computirs. or imposing a
degree of coordination on educational computing. Not only do
existing cooperative ventures in higher education influence the
assessment of need, hul cooperative computing among other
state government agencies serves as a powerful role model
(NASIS, 19741. Individuals at the institutional level generally
assess needs differently and have different computing goals
than do individuals in slate coordinating boards and state
government agencies. Hence, most of the assessments that
planning/sharing is necessary are tliade by agents external to
the educational institutions.

The decision to plan/share is generally requested or
mandated by a party or agency externhl to the individual in-
stitutions, although the institutions often have the option of
refusing tn go along with the request. In many states, the re-
quest to plan for sharing is accompanied by some form of an
"intervention" that is designed to encourage the institutions to
share. For example, the state government may place a
moratorium on the acquisition of new hardware or may place a
freeze on computing operating budgets. Or the stale coordinat-
ing board may refuse the computing requests of specific institu-
tions, thus forcing the institutions to resort to cooperation to in-
crease their computing power. In some slates, the active
centralization of computing in other state agencies encourages
the institutions to at least go through the motions of planning--
lest they be next. And in many states the threat of a statutory
reconstitution of authority over computing hardware acquisi-
tions is a strong incentive to participation in cooperative plan-
ning.

Our research also shows that 35 states have experienced
some form of intervention that either has accompanied the deci-
skin to plan, has preceded the decision to plan, or has at-
tempted to initiate planning. In some stales the statutory
authority lo mandate planning is clearcut and no intervention is
needed. In other stales the intervention- occurs concurrently
with the decision to plan as an added incentive to serious plan-
ning. In a number Of states the intervention effectively serves
its purpose of bringing the institutions to the planning table. But
in other states the institutions have been able to experience in-
terventions without succumbing to interinstitutional computer
planning.

The planning process may vary widely from state to
slate. Different sta-tes utilize mechanisms that incorporate
different degrees of directiveness. For example. some slates
rely on the staff of the coordinating board or on consultants to
produce: the computer plan. Other states use staff in conjunc-
tion with advisory committees, while most states constitute a
planning task force that bears the burden of developing a
statewide plan. Also, the participants in the planning process
represent a variety of constituencies. Some states utilize a nar-

o
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All State Government Computing (3)
1. Maryland*
2, Mississippi
3. Wyoming

All Public Higher Education (20
1. Arkansas
2. Colorado
3. Georgia
4. Illinois
5. Kansas

All Public Higher Education
Academic Computing
1. Indiana

6.

7,

8.

9,

10.

Table 1

OST RECENT COMPUTIR PLANNING

I. Statewide Planning ActivRies

Kentucky
Louisiana*
Montana
Nebraska*
New Jersey

11. North Carolina
12. Minnesota
13. North Dakota
14, Oregon
15. South Dakota

All Public Higher Education (1)
Administrative Computing
1. Connecticut

II. Systemwide Planning Only (4)

1. California (California State College and University System)
2. Massachusetts (State College System)
3. New York (10 liberal arts colleges :14n SUNY System)
4 _ Pennsylvania* (State colleges and secondary sclnols)

1. Florida

States Having
1, Alaska
2. Hawaii

States Having
1. Iowa
2. Ohio

Others (10)
1. Alabama
2. Arizona
3. Delaware
4. Idaho

IV. States Having No

Only One Public Institution (5)
3. Maine
4. Nevada

III. Regional

Planning Beyond The hut'

5. New Hampshire

5. U ah

9. South Carolina
10_ Vermont

an Intervention Likely to Result in Planning
3. Rhode -Island
4_ Texas

*-Planning is in process.

5. Michigan
6. Missouri
7. New Mexico
8. Oklahoma

row representation, while others involve representatives from
all types of educational institutions, the consolidated governing
board or statewide coordinating board, state government agen-
-des, industry, consulting firms, and the legislature. The partici-
pants in the planning process often come from different posi-
tions within their organizations and thus provide different cern-
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_ATES)

16. Virginia
17. Tennessee
18. Washington
19. West Virginia
20. Wisconsin

onal Level 20)

puting perspectives and different levels of computing exper-
tise. The combination of the directiveness and participativeness
of the planning process influences the outcome.

Similarly, the plans -produced am quite distinct.
Different plans use different approaches in stipulaling the
general goals of computing cooperation, the computing

1 4
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resources to Ih slimed, the institutions that !night pal
the delegation of powers, and the organizations that wr.: ad-
minister sharing. Interestingly, in most slates the phut does not
exhaustively stipulate the specific sharing arrongersents that
vill eventually evolve. Instead, the plan identifies goals for

cooperation, delegates powers for future decision-making. And
identifies organizations or institutions/agencies that will serve
as resource brokers. We have terintsi such an arrangement an
-enabling network." The hard det.,;sions regarding hardware

,quisitions, specific sharing arrangements, and network
governance are left to the future, to 1)0 made under the provi-
sions Of the plan. Under this procedure, the implementation
process is the critical period for computing (Amputation, even
though the earlier stages certainly centrilithe to the eventual
succuss of implementation and cciopm :on.

The plans address a numher of computing
,needs or-goals. Excess computing capacity at the inajor public
university(ies) is utilized by designating these institutions as
brokers Ma! vill sell services to other institutions with less ex-
tensive computing capabilities. In slates with more than one
public iniversity with nrajor (imputing facilities, the hro-
kerage role may be split Or the institution with the most exten-
sive existing networking activities may IM designated as
broker. The slate colleges and universities ani generally the in-
stitutions most in need of increased computing capahilities. In-
deed, the effective and efficient servicing of the growing needs
of stale colleges is perhaps the major goal of statewide coopera-
tive computing.

As a result of the imphlmentation of the goals and
specificatiOns of computing plans. a number of types of
cooperative arrangements have resulted. The arrangements
have encompassed a variety of computing resources. Some
stales establish what is known as a r network- in which in-
stitutions with lesser computing capabilities access the major
computer facilities al another institution. Some states have cre-
ated regional star networks in which regional computing bro-
kers arc accessed by other institutions in the region. Some in-
stitutions have created "distributed networks- in which two or
more institutions mutually access each other's facilities. Other
states have created hierarchical systems combining these ele-
ments. For example, Kentucky is planning a system in which
the large computing facilities are linked in a distributed net-
work and smaller institutions form Star networks linked to the
major facilities in each region. Mississippi is planning a systeM

.in which regional star networks are linked to a central comput-
ing facility in the state government computing agency.

In attempting to implement the state computer plan, the
challenge rests with the slate to translate this document into ac-
tion. It is at this stage of the process that any implicit agree-
ments in the plan must be negotiated and decided. In other
words, the -wrhing between the lines- must come to life. The
real willingness of the institutional parties to share is put to the
test, and the coordinative powers of state government are often
evidenced. As might be suspected, in some states the resulting
implementing organization does not always resemble the pro-
posed structure of the plan; and in sOme states progress has
never been made beyond the completion of the plan.

In those stales that have chosen to empower or
establish an educational computing "office- to oversee imple-
mentation, three organizational patterns are emerging. Not
surprisingly, many states (14 o(22) have empowered a person
or an office within the higher education coordinating
board/governing board to implement the state plan. Two other
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states have delegated to on existing state govenimental comput-
ing agency the wsponsihihty for implementing 'the state plan
arid providing computing services to public institutions.

One of the most often discussed implementing
organizations is the "third party (no(-for-profn) corporinion- or
consortium. In this case, appropriate representatives from
across educational systems come together to form some type of
organization for the express purpose of providing computing
services to educational uset.s. To date, five states (New Jersey,
North (arolina, Illinois, Washington, and Minnesota) have
established or are in the process of establishing these types of
corporations or consortiums.

Significant issoes and concerns face these statewide
implementing -organizations In::' ;.'. a priority of action must
he agreed upon. For example sl-saild the state computer
organization move immediately 70word the establishment of
regional data prowssing contths or should statewide instruc-
tional timesharing network be implemented? Also, appropriate
representatives must decide how to best govern this statewide
organization. Users of the computing services will demand in-
put, and each institutional type will want 10 guarantee that their
concerns are represented, Those actions which threaten .1n in-
stitution's autonomy will he mut with severe resistance. And
finally, the statewide computing organization as well as Me
legislature must determine how to evaluate the effectiveness of
this new congloinerate,

Stales which are implementing their statewide plans
are (=fronted with all of these issues. The authors are cur-
rently analyzing interview data from three states which will
provide much-needvel insight into the process of operationaliz-
ing plans. Therefore. it is premature to draw definitive conclu-
sions on the important factors of operationalizing a statewide
plan. Nevertheless, it appears that co(iperative computing must
combine the proper degree of directiveuess, participation, and
technical expertise to succeed. The direetiveness is provided
by interventions, the direction of the planning process. anti im-
plementation organizations having appropriate powers and the
willingness to use them. Participation comes from the involve-
ment in planning and implementation of appropriate represen-
tatives from the proper constituencies. Technical competence
and varying computing perspectives should he present in the
proper combination at all stages in the process. The ability the
address the politics or interinstitutional moperation is essential.
The interaction of these factors will largely determine the suc-
cess of failure of implementation,

In summary, statewide cooperative computing is a sig-
nificant, growing form of interinstitutional resource sharing.
Most slates have engaged or will soon he engaging in statewide.
systemwide, or regional planning for computing cociperation. In
contrast to other forms of computing networks, stateWide
cooperation involves a much higher level of direction from ahd
participation by agents external to,the educational institutions.
By examining the statewide cooperative process, one gains in-
sights into the mix of factors that creates successful-resource
sharing. Such insights may be useful in other forms of coopera-
tiVe computing and in other forms of academic resource shar-
ing,

implications of the Growth of Cooperative Computing
In its own right, the growth of statewide systems for

sharing educational computing is art important issue for higher



education. However, it is critical to w thi .velopment in
perspective. Existing statewide syslci may he only an inter-
mediate stage in the ongoing process by which the barriers lo
interinstitutional resource sharing are surmounted. Statewide
networking also inlet-acts with regional, disciplinary, interna-
tional. and sPecial service networks. All of these networks will
combine to determine the networking environment of the
future. This environment will have important implications for
how individual users utilize compuiing resources and how in-
stitutions, groups of institutions, states, and even nations plan
for providing computing services. Moreover, these networking
arrangements my provide die meanS for sharing other
academic resources. Thus, the relative importance and poten-
tial implications of statewide systems and networking. in
general, have important implications for decision-makers and
educators at all levels.

Statewide cooperative arrangements a_ curnintiv in a
slate of flux. First, the development of advanced minicom-
puters has challenged the reliance on large central computers.
Most computing users can have 95% of their tasks au-

plished by the capabilities provided by minis. This is

especially true for state colleges, the major group of institutions
serviced by statewide system accessing arrangements. An in-
teresting adaptation is the development of hierarchical net-
works in-which a large central computer is linked to -in-
telligent terminals----terminals containing minicomputer
that perform relatively simple jobs on the mini and route more
complicated jobs to the central fai:ility. Second. statewide net-
works are understanding the difficulties in communicating ex-
perienced by computing users of differing levels of sophistica-
tion and need. For example, the users within a discipline, r
users at Michigan andd3erkeley have much more in common
than do users at Michigan anil at Eastern Michigan. These fac-
tors suggest that many existing cooperative arrangements may
be short-lived, soon to be replaced by- other sharing/service
alternatives. However, the role of existing statewide systems in
forcing institutions to consider sharing and in abolishing the no-
tion that every institution must have its own full-service corn-

.

puting center remains of paramount significance.

The new arrangements that evolve will depend on the
alternatives available from other networking sources. The op-
tion of affiliating with disciplinary, regional. statewide, and -
special service networks is available to individuals, depart-
monis, or institutions, depending on the circumstances. The
parallel development of different networking alternatives is
part of the evolution of an accessible national science network,
a goal long espoused hy the National Science Foundation
(Aufonkamp, 1973). Continually changing technical develop-
ments, the difficulties involved in creation of a single
centralized national facility, and the needs of different uSers
have mandated a diffused approach. Nevertheless, the net-
working efforts of academic disciplines, the support by the NSF
of its ICS program and its Regional Cooperative Activities
Program, and the efforts of various stales to encourage comput-
ing cooperation have all contributed to the evolution of what
may eVentually be a national networking capability.

Such a national networking capability could result in
"open networking- in which institutions, departments, or in-
dividuals purchase their computing services from whichever
source made the most sense WI the host cost (Massy, 1974).
Under these conditions, the computing center of the future
would be a specialized shop performing one gr two particular

1
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functions exceedingly well. Only the major research institu-
tions would require their own centralized computing center of
this nature, althongh computing expertise would still be
needed by all institutions. This sort of arrangement has sub-
stantial implications for computing management and planning.
Among the into difficult issues are the valuation and pricing of
services. -balance-of-trade- consider:diens. and the risk in-
volved in competing in a market economy. The choice of the
area of expertise or the limitation of areas of expertis-is
also crucial. In addition, the problem of serving and being
responsive to the needs of users beyond the institution's own
acadein'iO continuality raises issues of governance and control
that are alien to the experience of most universities.

Computer networking has implications for other types
of resource sharing as well. For example. new technological
advances are making computer networking more feasible and
are enabling computing networks to become vehicles for shar-
ing other technology-based resourms, With the expected, .

widespread introduction of packet switching in the next
decade. commercial telephone lines and suitable adaptive gear
may enable resource sharing that is far less expensive, more
easily initiated or terminated, and fur more adaptable than
what is available I is la y. Such resources sharing capabilities
would accommodate computing hardware and software, li-
brary resources, audio-visual materials, televishin transmis-
sions, data bases, decision algorithms, and similar resources.

An equally signifk:ant contribution of computer net-
working lies in its serving as a model of cooperative behavior.
As the technical problems are solved, computer networking is
addressing the orgainzational/political barriers to academic
resource sharing. Successful networking erodes institutional
resistance to interinstitutipnal sharing. It also provides rein-
forcement to external parties that are encouraging academic
resource sharing. The extent to which computer networking
and other technology-based resource sharing will encourage
the sharing of more traditional academic resources is highly.
debatable. There are significant educutionatand practical bar-
riers to such sharing, in addition to the organizational/political
difficulties. Nevertheless, the impact on the sharing of tradi-
tional academic reaources should be monitored.

Computer networking is obviously a development that
should be watched by leaders in the field of higher education.
First, cooperative computing provides the potential for cost sav-
ings, service enhancement, and revitalization important in
these times of financial retrenchment Moreover, networking
may be the only means by which most institutions are able to
afford achieving access to new generations of computers, . c-
ond, attention muSt he given to the coherent development of in-
terdependent networks seiving different users' needs. The
achievement of an extensive national distributed network re-
quires interaction between parties at the disciplinary, institu-
tional, slate, and national levels. Third, evolving patterns of
open networking raise important planning and management
implications for colleges and universities. -nese implications
cannot be abandoned to computing specialists alone, because,',
in addition to technical issues, they entail important strategic
policy considerations that require attention at the highest level.
Finally, computer networking and related potential areas of
resource sharing focus the future.of the university. They pro-
vide hints of what one aspect of higher education may be like in
the future. such glimpses are important to the ongoing planning
of the development of American higher education.
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STATEWIDE DATA COLLECTION FOR DECISION-MAKING:
THE KANSAS SCENE, FACT, FICTION, FRACTION, FRUSTRATION, FRICTION
OR FRUITION?

Strike the Match
Systemwide data gathering at the state level has taken

approximately as many forms as the number of states within
the United States. A few states 'are highly organized for this
specific purpose and others have little or no network for opera-
tion. Kansas eEtablished a systemwide data collection pro-
cedure in early 1971.

Some of the actors that struck the match were the state
legislators when they began questioning institutions about
items such as faculty load, budget, number of students who
became attrition statistics, management techniques, and ques-

-tions about student unrest and student uprisings in the late
1960s.

The Kansas Board of Regents which governs three
public universities, one public medical school, three state col-
leges and partial involvement with one municipal college began
to ascertain methods that could be employed to answer state
legislators' questions. The Board of Regents' professional staff

J. Stanley Loughlin
Emporia Kansas State College

organized groups by drawing representatives from the three
universities and three state colleges together to form a
statewide institutional research network. Since the Spring of
1971, the Kansas Institutional Research Personnel (IRP) group
has met monthly.

Detailed questions of the state legislature and the Board
of Regents' professional staff search for data were matched
with organized management outputs systems, such as the Na-
tional Center for Higher Education Management System
(NCHEMS), forming the background motivation for system-
wide data collection. These three matches were the main func-
tions that affected Kansas statewide data collection.

The institutions involved in the discussion herein are;
three state universitiesUniversity of Kansas, Kansas State
Universily. Wichita State University; three state collegesEra-
poria Kansas State College, Kansas State College at Pittsburg,
Fort Hays State College; and the Board of Regents' professional
staff.

Figure 1

RELATIONSHIP OF THE INS111-UTIONAL RESEARCH PERSONNEL WITHIN THE ORGANIZAllON FOR DATA
GATHERING AND DECISION-MAKING OF KANSAS SENIOR COLLEGES AND UNIVERSMES

LEG I S LATURF GOVERNOR

BOARD OF REGENTS

LONG RANGE PHYSICAL
PLANNING COMMITTEE

COUNC I L OF PRES I DENTS aM CM a Cab

OTHER
COUNC I LS

COUNCIL OF CHIEF ACADE C OFF I CERS
WM. WM =a. OCb

INSTITUTIONAL RESEARCH PERSONNEL
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STATEWIDE D TA COLLECTION

Light the Fire
At the insistence of the Presidents of our institutions

and the Board of Regents' professional staff, sets of council
were established. The Council of Presidents (COPS) is
answerable to the Board of Regents, the Council of Chief
Academic Officers (COCAO) is answerable to the Presidents
and the Institutional Research Personnel (IRP) is answerable to
both the Presidents and COCAO. Other councils established
which were important were the Council of Business Officers
and the Long Range Physical Planning Committee.

An important concept was the manner in which these
councils were established. Each group is a total cooperative in
its own right. Each is composed of one member from each col-
lege or university and one member from the Board of Regents'
professional staff. These representatives are the individuals
responsible for the type of council formed. For example, each
institutional representative on the tRP committee is an institu-
tional researcher on his or her own campus. Each member of
COCAO is the Vice President responsible for academic affairs
on each campus.

This representation from each institution gives the in-
stitutional personnel a feeling of deep involvement In decision-
making in contrast to an imposed regulations system. It allows
each institution to check and double check with each of its
members to ascertain outcomes of decisions, assuming that de-
cisions do not have to be made on a rush basis. It, however, is
more time consuming and more costly than oiler systems
because of the number of members on each committee.
However, the real feeling of involvement and ownership is a
strong overriding relationship tu cost.

Three main energies that lit the fire were the develop-
ment of a Kansas master plan, the Long Range Physical Plan,and the desire for cooperation. The master plan and the
facilities plan were results of pressures from the legislature,
and the cooperation was an outgrowth of the college personnel
within the system. No one persori, or group planned this
cooperation, but it was desired hecaosh each institution wished ,

to maintain its own autonomy.

Fan the Flame
The air which was pumped through the forga that

formed the early working policies and practices of the IRP com-
mittee was the details of the master plan. The Council of Chief
Academic Officers asked the IRP to collect data and make
recommendations to them on six fields of inquiry, COCAO
gave IRP the latitude to design the studies as 1RP concep-
tualized the task. The six areas were: (a) college and university
enrollments; (b) admission, retention and attrition; (c) faculty .

activity analysis: (d) college and university programs; (e)
equalizing educational opportunity; and (f) research (see
References for )apers on these topics).

Obsemation of these topics illustrates the magnitude Of
the labor to he expended during those first two years of exis-
tence. IRP developed numerous decisions regarding defini-
tions, as well as original study designs, before the collection of
data began,

To illustrate the outcomes of such effort and the deci-
sions made based upon those data, two areas are considered
frorn the above six topics. Platt and Tarrant presented two
other topics al the May, 1975 Association For Institutional
Research (AIR) Seminar. The two areas discussed herein are
the admissions, retention. and attrition study and the college
and university programs study.
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"rwo separate co ponents were developed within the
admission, retention, and attrition study (Tarrant, 1972). One
portion described historical data on retention and the second
portion contained a survey of admission practices and policies.
Each institution took a random sample of entering 1966 fresh-
men and searched for the outcomes of those students five years
and ono summer later in the retention study. What ww sought
were the percentage of. students who graduated from the
entrance institutions, percentage that transferred among the
participating institutions, and the percentage that became attri-
tion statistics,

Concerning the college and university programs study
(Platt, 1972) each Regent institution reported student credit
hour produetion by the Higher Education Generaal Information
Survey (HEGIS) discipline and speciality and by level of
course. Degree production was obtained for the 1971 fiscal year
by the PrograM Classification Structure (PCS) of the National
Center for Higher Education Management Systems (NCHEMS)
at WICHE. Data from that study and data from graduate deans
resulted in the Council of Chief Academic Officers placing 71
degree programs on provisional status and recommending 63
others to be discontinued. Such was the outcome of decision-
making based upon one study.

These six endeavors were the travail that fanned the
flame of the structure of decision-making for IRP in Kansas
during the period 1971-72. The results of efforts and outcomes
of those years are best described in a publication by the Ward
of Regents, entitled, Guidelines for Increasing Academic Effi .
ciency at the State Colleges and Universities (December,
1972).

Add the Fuel.
These studies led into other areas which the IRP ana

the COCAO committees have continued. As an outgrowth of
the collection of student credit hour data, there was a felt need
for a common course numbering system within the Regents in-
stitutions. Therefore.. IRP recommended that an 11 number
coding system be adapted for common course numbering. Each
course number allowed for identification of the college, the
department, the course number. the Program Classification
System subspeciality uumber, and the t-3 ne of instructional
delivery normally utilized_ The common course uumbering
system has been approved in Kansas Regent institutions and
has been operative two years.

Recommendations have been made to the institutions
by the IRP germane to data bank capture and maintenance. The
NCHEMS Data Element Dictionary was utilized as the docu-
ment which gave the basic data for recommendations. Those
recommendations have been incorporated into the com-
puterized data banks.

Early study revealed that a need existed for an im-
proved budgeting system. The state organized a committee
from the Council of Businesr Officers, the Council of Academic
Officers, and 4he Institutional Roscurch Personnel to develop,
as a first step, a formula budget system. After collection of cer-
tain instructional information and operational costs by the PCS
program levels, that group began to look at supportive and ad-
ministrative costs. The Formula Budgeting Committee bogged
down in communication problems and no further movement
has been made. The elements studied have not been.utilized to
date. Perhaps the main reason was that the formula budget
system was such a drastic change from the traditional account-
ing method that no one group felt a strong need to proceed.
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Neither the Business Officers, the Presidents, nor the Board of
Regents saw the need fur such a system and those groups seek-
ing the change may have raised fears within the minds of those
who work daily with budgets. Formula program budgetin 4 is
presently being reconstructed within Kansas Regents' inst'tu-

Another outgrowth of the IRP group has been a degree
inventory which has been published yearly for three years.

Figure 2

COURSE NUMBERING sysrtm

The position code structure for the Course Numbering
System will result in an 11 digit course identification number as
shown below:

1 2

2 2 1

3

100
4

3

5 6

1905
1

2

3

4
5

6

College
Department
Course level & no.
Type of course
Program category

= Program subcategory

An example of the code for an Undergraduate-Lower
Division lecture course in Chemistry is: 221 100 0 1905

An example of the code for a Gradu te 1 appointment
course in Chemistry is: 221 800 3 1905

Course Levels--
000-099
100-299

No credit courses.
Lower division, undergraduate_
Designed as freshman-sophomore
COUrSes,

300-499 Upper division, undergraduate.
Designed as junior and senior
courses.

5 l99 Upper division, undergraduate. Pri-
marily for juniors and seniors, but in-
cluding some Graduate I students.

700-799 Graduate and upper division. For
Graduate I students primarily, but irv
eluding courses with some under=
graduates.

800-899 Designed primarily for Graduate I

students.
900-999 Designed primarily for Graduate 11

students.
The last four digits of the course identification

number will be used to identify the program category and
program subcategory as defined in the manual A Tax-
onomy of Instructional Programs in Higher Education
(U.S. Government Printing Office, HE 5.250:50064, 1970).
This is in compliance with an earliencommitment by the
Council of Presidents to adopt the Program Classification
Structure of the National Center for. Higher Education
Management at WICHE as a guide in data collection
efforts.

Six instructional types of courses have been .

identified for incorporation into the course numbering
system_

J. Stanley Laughlin

The 1RP group has cumpleted the second faculty activity
analysis this past Fall, 1974, with six tables printed at the
departmental and HMS program level. A second Long Range
Physical Facilities Plan is now being developed to project space
needs to 1984 at each of the institutions. And, this past year, the
1RP and COCAO have combined forces and data analyses for a
systemwide undergraduate study, with a report being
published in March, 197r, Finally, IRP has made recommenda-
tions to various _groups about needs regarding enrollment
reports, studies of course leveling, stunies of course typing, for-
mulae for costing education graduate programs, and collection
of space needs of academic programs.

Bank the Embers
. The discussion of the systern(An Kansas focuses upon

various conceptions, The most important concepts of this
statewide system wherein each institutimi wishes to remain
autonomous are cooperation and a felt need to improve data
gathering and decision-making. In addition, a very important
feature was the background input by the various members of
the councils. By having institutional representatives involved in
decision-making, the total group capitalizes upon the strengths
of various members. Even though this procedure is time con-
suming, considering the traveling time in a state like Kansas,
the number of personnel involved in decision-making, and the
paper work involved, it has been felt that the.inputs have been
very valuable.

Cooperation allows the individuals from institutions
'and the state agency to identify the need for such data, explain
the use of such data, and to be a participant in ownership.
Cooperation also allows for people who are within the profes-
sion to govern themselves rather than he governed by imposed
regulations. Indeed, the system has been fortunate that the in-
stitutions and the State Board Office have had input into legisla-
tive bodies, which serve as an illustration of self governance.

The second 'important concept is a willingness of per-
sonnel to improve upon the data gathering and decision-making
system. Each group within the statewide organization must
have members in decision-making positions who desire to im-
prove the network. One of the problems within the Kansas
system of data collection for decision-making has been within
the area of formula budgeting. Part of this failure to proceed
was that the majority of the groups in position of decision-mak-
ing who dealt with the budget were reluctant to move ahead.
The desire for improvement by the majority of the groups par-
ticipating is highly important for effective maintenance in a
cooperative system. When this desire stops or someone at a
higher level of decision-making has no organization to turn to
for input, imposed authority often prevails.

The several Councils allow for a check and balance
system on recommendations, i.e., a recommendation from the
IRP to COCAO to COPS to the Board of Regents. It allows for
the decisions to be tested, questioned, and analyzed within
different political contexts. For example. the institutional
research people must answer more to the people with the in-
stitutions, whereas the Council of Presidents may he more
answerable to the Board of Regents.

A point of benefit to intro-ins should
be mentioned. One advantage of hi*, I involved in
statewide analyses is that it enco :.!- turn to the
home institution asking questic institutional
operations. Involvement in compar, ilection from
other institutions allows one to have 4c._ .yze one's own
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STATEWIDE DATA COLLECTION

institution inore effectively. Ftir example, in observing faculty
load data from the universities and colleges, one finds that
there are certain disciplines that appear to have similar loads in
the universities as well as the stale colleges. In addition, one
also finds great differences among institutions in other dis-
ciplines. Therefore, collection of comparable data can be an ad-
vantage for both intro- as well us inter-institutional com-
parisons.

One problem of a cooperative statewide system as in
KansaS is that of maintaining some overview of all public high-
er education within a state. The Board of Regents governs the
senior colleges and universities whereas the Stale Board of
Education governs the junior colleges. Institutional involvement
can become so engrossed with views about one system that a
total outlook cannot he maintained. Naturally. like every slate.
Kansas has some in-fighting between institutions but presently
there is more sense of pressure from segments external to the
system than internal. The establishment of a coordinating
board and/or a governing board to maintain a statewide over.
view of higher education brings mixed reactions from Kansas
personalities,

Observe the Fire from a Distance
In summary. three topics should he considered with

respect to the Kansas cooperative system: the strengths, the
weaknesses, and the possibilities for the future. This paper has
attempted to present the Kansas statewide higher education
system of data collection arid decision-making. A cooperative
system built upon separate councils meeting, each having in-
stitutional representation, was described. Certain activities of
data collection were presented, and reactions or decisions
made have been illustrated. Now, a few of the strengths and

Printi
Halstead, D. K.
Office, 1974.

weaknesses of such a system are presented.
Strengths perceived by Kansas personnel of the higher

education system are the following:
1. The system obtains strengths of many people in data

collection and decision-making:
2. Intra- its well as inter-institutional analyses can he

made;
3 An excellent check and balance netwOrk was devel-

oped by one's own professional body: and,
4 The system has local institutional involvement in de-,

cision-making.
Some of the-perceived weaknesses are:
1. It is lime consuming and expensive;
2. A majority of the personnel must subscribe to the

notion that the data collection and decision-making
effort is worthwhile to improve the present system;

3., it is difficult to refine decisions made previously:
.and

4. Almost everyone must see -success" in his or her
own institution -benefit" or the system has many
rought spots.

As to what all the past'means for the future in the Kan-
sas system would only be conjecture. As of this date the system
has worked with a great dual of success and there have been
fruitful moments. There have been, however, frustrations_ and
friction. Perhaps :he most important element of the present net-
work is that the success is due more to the nature of the people
than the system. It was not a planned system as much as an
evolutionary process. Influences from other stales and other
operations have influenced our efforts, but n real cooperative
exertion of energy for comparative data and an earnest notion
to improve one's state of functioning have, no doubt, been the
main strengths of this Kansas structure,
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LONG-RANGE PHYSICAL PLANNING IN KANSAS

In 1989 the Kansas Board of Regents, some of the col-
lege and university presidents, and the facilities officer of the
Board'staffan architectbecame interested in establishing a
coordinated basis for long-range physical planning among the
six state institutions. Out of this interest grew a stale-wide
Long-Range Physical Planning Committee (LRPPC) charged
with developing a process for long-range physical planning
which each campus could follow in developing its own physi-
cal development plan. II is my purpose to briefly outline this
planning process and to describe its relationship toand de-
pendence uponthe development of comparable data ele-
ments at the six institutions.

It is important to note that long-range physical planning
in Kansas was bornal least when compared to stale-wide in-
stitutional research or academic planningwith a silver spoon
in its mouth, a half-million dollar silver spoon in terms of funds
provided by the legislature to get things going. The reason, as I
am-sure must of you realize, was a direct result of the fact that
problems related to buildings, streets, sidewalks, traffic, and
empty dormitories are very real, cast in concrete and brick, and
legislators can understand them. In addition, Kansas, like other
States, had reached the point where requests for physical
facilities could no longer be based on the statement: -But we
need il.-

The Long-Range Physical Planning Committee, with
the, assistance of the consulting firm of Caudill-Rowlett-Scott.
spent a yoar---197 developing a process. a plan for plan-
ning. Out of that yiar, which Mcludeil lots oiMoodletti.ng, came

i.9

a process spelle out in several hundred pages. the Physic(?)
Development Nanning Manual. The Manual outlines a
method that (a) requires each campus to collect certain kinds of
data in the same way, but (h) allows each to preserve its in--
dividuality in growth.

The component of physical planning of perhaps most
interest to this conference is our method of determining space
needs. The Manual contains formulae for determining space
needs based on Weekly Student Contact Hours, FTE students.
HC students, and number of individuals requiring office Or
research space. We organize the data in two ways: First we
classify both . existing space and space needs using, the

i NICHEMS Program Classification Structure, which allows
/ comparison among institutiOns. Second we classify both exist-

ing space and needs according to the organization structure
found on each campus. These data were first collected for Fall
1971 when we compared existing space andneeded space and
projected needs for 1980. We are now in the middle of our first
major update, identifying existing and needed space for Fall
1974 and projecting needs for 1984. Existing space is inven-
toried folloWing the procedures outlined by the USOE in their
Higher Education Facilities and Classification Manual.
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Lrit me briefly describe our process for determining
space needs. In the area of instruction (1.0). classroom and
laboratory space needs result from -guideline values" applied
to Weekly Student Contact Hours (WSCH). These "guideline
values" provide .a means of assigning Net Assignable Square
Feet (NASF) for each WSCH. Figure 1 shows a typical page
from the Manual with space vakies for instructional program
categories. For classrooms, the factor is 1 NASF for each
WSCH. For laboratories the factor varies, depending on (a)
whether the WSCH is undergraduate lower division or ad-
vanced work, and (b) the discipline. II is important to remem-
ber that Ibis procedure is dependent upon a common course
numbering system folloWed by all six institutions which iden-
tifies the HECIS discipline, the department offering the course,
the type of course, and the level of each course, Office and
office support space is generated by a ratio of 200 NASF for
each person requiring office space. This produces faculty
offices, depaAmental areas, conference rooms, workrooms.
and storage sr ace.

Research space is generated by a formula where
guideline valueit vary according to discipline, and public ser-
vice space is based on office needs. In the area of academic
support, special formulae exist for such activities as computer
centers, audio-visnal facilities, and libraries. Institutional sup-
port and student serviceS needs are generated in a somewhat
different fashion. In the first case. cach F7E student produces a
need for 8 NASF for offices, physical plant, and logistics. In the
second, each headcount student generates a need for 14. 5
WISF which includes all.student-oriented activities with the
xception of dormitories, load service, health services, and in-

tercollegiate athletics.
Of equal importancQ to the state and the institutions,

but perhaps of less interest here, arc all of the other compo-
nents of the physical plannlng process which I will not discuss
in detailassessment of huilding condition, inventory of space
by room type., determination of utility needs, open space con-
siderations, traffic and parking-, etc, During these activities we
utilized the techniques of lond use planning and developed
conceptual proposals for using space. Figure 2, the traffic con-
cept for Wichita Stale University, is an example. We continued.
of course, to utilize: institutional research skills for such assign-
ments as determining the physical location of students, faculty,
and staff during critical hours of the day, data needed in traffic
and building site studies.

The eni result for each campus is a physical develop-
ment plan presented with its supporting data in a Physical
Development Planning Workbook. Figure 3 shows that plan
for Wichita State. We also carried our planning beyond the
campus at Wichita State to include the surrounding area.

We have found these plans most useful because they
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organize our thinking and help us make day-to-day decisions.
They also help us make our case before city planning depart-
ments, alumni, deans and faculty, legislators, neighborhood
citizen organizations, and any number of other interested
groups. I make this point because there exists a school of
thought amotts university planners that such concepts as our
development plan are cut of date, the legacy of all the evils of
the old-fashioned city master plans which collect dust in so
many city halls. In fact, at the annual meeting of the Society of
College and University Planning held last summer in Denver.
one of the members, from the University of Chicago, held such
efforts in contempt. He alternated slides of campus plans, in-
cluding the one for my institution which you have just seen.
with pictures of children building sand castles at the beach. As
you people might expect, his presentation was notable for its
lack of data. Perhaps it is true that the University of Chicago no
longer needs a development plan, but those of us who are still
experiencing rapid .growth and who must work- with city and
state agencies to solve sewer, traffic, and housing problems
find it rather comforting to have considered at least a few of the
alternatives before we are forced to argue a case before
municipal planning commissions and city councils.

Physical planning in Kansas is by no means a model for

9 4

the nation, yet we have come a long way in five years and we
think we are on the right track. Time does not permit a more
detailed look at our progress, but it might be useful to conclude
by identifying a few of the problem areas which we have en-
countered:

I. The general validity of lam- data concerning space
needs. We are constantly at work refining our
method for identifying space needs, and we know
that it has problems. I am fairly confident that our
broad-based needs are fairly accurate and defensi.
ble by means other than our formulae. For example,
classroom, instructional laboratory, and office needs
for the campus are probably realistic, but when one
moves to small departments, it is impossible to ac-
count for individual differences with formulae. The
same is true with projections, which are probably
good for the university but poor for the 5-man
religion department.

2. Formulae for academic and institutional support
activities. While we are fairly confident that our for-
mulae for generating laboratory, classroom, and
office needs are supported by national standards
and allow for differences among institutions, we are
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Figure 2
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not as confident . about those for some a the
academic and institutional support areas. Libraries
and audio-visual centers are a problem, and we are
working in these areas to develop methods that will
better distinguish between the needs of large,
research oriented universities and colleges with un-
dergraduate teaching as a primary mission,

3. Research space. Although existing research space
needs are fairly easy to ascertain, it is difficult, if not
impossible, to identify research space needs for five
o ten years in the future. In addition, we are not
completely clear in our own minds concerning what
constitutes research space. Can it be partly instruc-
tional? How is it measured in fields like agriculture
and education?

4_ Enrollment projections. If our plans are to have the
intended impact on governing bodies, we have to
have a measure of credibility for our enrollment.pro-
jections. We have not, however, settled on a com-
mon approach, and each institution prepares its own
projections. It is obvious that they are high, our fi-
nancing model in Kansas is geared to growth, and
we will have to come to grips with this problem in
the immediate future,

5. Weekly Student Contact Hours. Most of our cam-
puses are in a position to accurately collect WSCH
based on start-stop time for regularly scheduled
classes_ We run into a' problem with unschcduled
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courses and those which carry variable credit, We
are studying the problem and would welcome sug-
gestions.

6. Communication. We have experienced the usual
problems with communication on each campus be-
tween those concerned .with physical planning and
those concerned with academic planning and in-
stitutional data. This problem has been minimized
through several joint meetings between institutional
research and physical planning c.ommittees and
because one individual represents his campus on
both cilmmittees.

7. The complexity of the physical planning system. I
am not joined by all of my colleagues on LRPPC in
this conclusion, but in my opinion our system is too
complexperhaps too sophisticatedfor our pres-
ent stage of institutional expertise. I think we would
be better off -with a Manual half the size, and a pro-
cess that is rnore limitt. in scope. Those who dis-
agree argue that we have a system that will allow us
to grow in sophistication and that we need not util-
ize all of the fine points at the beginning.

These are problems, however, which the Committee
and the institutions feel they can tolerate. We have a logical
basis for determining space needs. We have a method for deal-
ing with campus change and growth, and, in our opinion, we
have a method that can adjust to new ideas and our increased
expertise with the art and science of planning.
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FACULTY ACTIVITY IN KANSAS

The legislature that assembled at the State House in
Topeka, Kansas in January 1971 expressed no open hostility
toward the faculties and staffs at the six Kansas Regents institu-
tions of higher learning. During the 90-day legislative session
no serious confrontations developed between the lawmakers
and higher education, Yet, at adjournment, the legislature
funded the institutions at the previous year's level with salaries
and wages for all employees frozen at the 1970-71 school year
amount. All of this transpired with a surplus of monies in the
state coffers. Political maneuvering in the final sessien days,
along with increased demands for welfare monies, highway
funds. etc,, had successfully blocked the meeting of any in-
creased needs for state supported higher education. In addi-
tion, it became vividly clear that the elected lawmakers were
convinced that personnel in the colleges and universities were
relatively better off in terms of what they thought they were
doing and these elected officials felt that their publics' best in-
terests would best be served by ignoring the request for in-
creased funding and, in particular.;of denying salary adjust-
ments. In the Months that followed, it became increasingly
clear that higher education in Kansas was faced with the task of
communicating to the public, as well as the legislative bodies of
the state, the credibility of Kansas higher educatk,0 and the
need to support with tax dollars the resource requirements of
the state institutions of higher learning.

While each of the six institutions that make up the Kan-
sas Regent Group had done some dabbling with descriptive
data on their faculty, there existed no Regent-wide effort nor
basis for piecing together an answer to the descriptive question
of "What do they do?" To be sure, there existed many who
could generalize on the role of faculty and staff, but even those
charged with the responsibility of administerins directly to this
group could not communicate with any assurance of specific
understanding the activities and work effort that made up the
appointments on the six campuses. In a nutshell: the work
effort of faculty and staff could not be described quantitatively.

The Council of Chief Academic Officers requested that
the Institutional Research Officers of the Regents institutions
develop a common instrument to measure the quantitative
aspects of faculty activity at the institutions. The statewide
study was conducted in late 1971 using a common survey form
and compiled using centralized computer processing. This ltd..
tial study included all unclassified personnel employed al the
six Kansas institutions. The term "unclassified personnel" in-
cluded graduate research assistants, central administrative per-
sonnel, extension personnel, and various other types of non-in-
structional personnel in addition to the teachins faculty. The
results of the 1971 study were summarized in the Kansas Board
of Regents, widely-distributed 'publication, Guidelines for In-
creasin codernic Efficiency at the State Colleges and
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Univ ities: Included among those results were the following:
1. Large differences in unit costs occurred among

academic disciplines.
2. Approximately three-fourths of the time reported by

the unclassified personnel at a majority of the in-
stitutions was directly related to instructional ac-
tivities.

3. Average student credit hour costs were lowest for
freshmen-sophomore courses and highest for doc-
toral courses.

4. The average number of hours per week reported for
all activities by the respondents ranged from ap-
proximately 53 to about 60 with the median being
approximately 56 hours per week.

The 1971 statewide faculty activity, study provided
useful information for a variety of statewide and institutional
purposes. Additionally, it provoked some unrest (and unkind
words) where it differed from the conventional budgetwy esti-
mates of workload. Follewing the publishing of the survey, it
became apparent that a second study would be necessary.
Several reasons were cited for conducting the follow-on ex-
haustive faculty workload study for the six Kansas inslitutions
of higher education. One, it was felt that a subsequent study
should be undertaken to verify the accuracy of the workload
patterns determined in the Mt study. Second, there was a
need to express faculty workload employing a wider variety of
measures. Third, and as a result of major chanses made by the
institutions ih standard course numbering, a new study would
permit more meaningful inter-institutional comparisons within
similar academic disciplines. Fourth and final, there was a
desire to follow the procedures developed by the National
Center for Higher Education Management Systems (NCHEMS)
in the faculty activity area to allow comparison of workload
data with institutions outside the Kansas Board of Regents'
jurisdiction.

After much deliberation and consultation the NCHEMS
survey form was adopted and modified to adapt it for use by
the six institutions. $ix basic summary displays were ham-
mered out to depict institutional activity at three levels (depart-
ment, college, all-campus), We arranged some rather specific
times of collecting data and attempted to formulate ratIr rigid
niles for deriving the masses of information that were to be dis-
played. A comprehensive computer-based edit program was
created along with the output routines. Capture of the data in a
machine processable form was the responsibility of each cam-
pus with the edit and output processing completed on a single
campus (in the interest of economy and standardization).

After surveying some 7,211 full- and part-time
unclassified employees on the six campuses, after cranking out
over 2,500 pages of computer printout with respect to these



faculty and staff, we have (in a gross sense) concluded as
follows:

1.. The overall workload patterns of unclassified
employees is remarkably similar to the patterns
revealed in the 1971 study.

2. The typical unclassified employee reported that he
worked approximately the same number of hours
per week shown in the 1971 study (and as shown in
similar studies conducted throughout the country).

3. Large differences in instructional workloads and
faculty salary costs per student credit hour occur
among levels of instruction.

4. Urge differences in instructional workloads and
faculty salary cost per student credit hour occur
among academic disciplines.

5. There are latger differences in instructional
workloads and in faculty salary costs per student
credit hour among academic disciplines within an
institution than among institutions.

6. The numbeT of student credit hours -produced" per
full-time equivalent instructional position (and con-

. sequently Lhe student-faculty ratio) is greater than
revealed by the 1971 study.

7. An instructional faculty member spends approx-
imately two hours in tasks direc:ly associated with
his teaching assignment (preparing lectures, setting
up laboratory experiments, constructing and grad-
ing examinations, etc.) for each hour he spends in
formal contact with students in teaching situations.

In addition, the study revealed that the typical
unclassified employee at the six Kansas colleges and univer-
sities spent 36.5 hours per week on instructional duties, 5.5
hours on sponsored research activities, 4.6 hours on service ac-
tivities, and 9.1 hours per week on various management tasks. I
could go on and on revealing some of the interesting and unin-
teresting bits,of information that we have uncovered in the state
of Kansas with respect_ to those who function in six of the col-
leges and universities. In a nutshell we have learned much in
terms of quantifiable data, but little in terms of data that could
be labeled, even loosely, significant or surprising.

The fact that our study of KanTsas faculty and staff
revealed neither significant nor surprising data is perhaps most
significantfor it speaks eloquently to label as fraud those who
attempt to describe higher education and personnel activity by
simplistic formula or who are content to wave a single or
several data elements before the public as descriptive of higher
education institutions and those employed within higher educa-
tion. Our studies of only faculty and staff point out vividly that
the higher educational process is extremely complex and full of
cautions with respect to making generalizations about the pro-
cdss.

Let me now briefly offer some observations as to what
this "joint venture" of measuring faculty activity among
Regents institutions in Kansas spells out in terms of weak-
nesses (costs) and strensths (payoffs). First the negative
aspects:

1. Compromise is often difficult and sometimes upset-
ting. So it was with measuring faculty activity for
our institutions. For you see we are all funded from
a common source, Kansas tax revenues. Since we in
some ways compete for funding. it follows that
studies that display common data side by side pro-
voke (on occasion) some bickering and Skepticism,
if not .outright distrust. It is difficult for research

Donut(' H. Tarrant

types to deal with political considerations and our
approach has been one of attempting to control and
minimize the political. The elimination of the politi-
cal seems not possible in the real world.

2. A second weakness of our faculty study is that the
published study provides a ready source for in-
troducing comparative analysis when such analysis
is ill advised. That is, bottom line comparisons are
often easier to suggest than value judgments that re-
quire a deep look at the portions that precede the
bottom line. Thus, Ps often we suspect. our data is
voiced in support or in opposition when neither is
appropriate in terms of the study.

3. Another weakness is that measurements of this type
no matter how well intended or necessary) provoke

an intensification of the faculty-administration "cold
war." Doubtless this is not a general criticism, but it
does have merit in terms of clusters of faculty who
resent any "test tube" exercise into what they are
dning. These faculty members insist that this type of
research is an infringement on their freedom and
reflects a basic "administration type" distrust of ,
those who carry the major share of work.

4. Lastly, in terms of the negative, these multi-institu-
tional surveys in depth are very costly in terms of
time and energy. The countless hours of discussing
rules, definitions, timings, responsibilities, etc.,
often mask out the ore that ultimately pours from the
printer. This is indeed a very expensive way to take
a picture that is devoid of any qualitative perspec-
tive. This lack of the qualitative aspect is often
voiced as the most pronounced weakness.

I would not want to leave this topic with emphasis an the nega-
tive and, thus, I have chosen to conclude by citing several
strong points but, by no means, all of the strengths. At Kansas
State University, it is very difficult to predict the use of the
faculty survey data other than to know that it almost daily is
subjected to responding to questions or decision search. In
terms of the more gross and systemwide advantages let me cite
three:

1. The study provides a highly viable source for sup-
porting differences in institutional mission and the
variable costs associated with these missions. In this
period of funding difficulty ,it would seem basic that
research should (must) be undertaken that would
provide cost differentials to both the fund manage-
ment source and those responsible for operational
management. In addition to mission differential
costs, the study provides an abundance of data high-
lighting the cogt differential that exists between
levels of instruction, as well as those cost differen-
tials that exist between disciplines.

2. Faculty activity data has in Kansas provided a sound
mechanism for supporting the comprehensiveness
and complexity of institutions of higher education.
The degree to which it has rendered us "account-
able". I am unaware, but I am very much aware of
the softening of those voices that. until recently, ac-
cused and always questioned. While there are
doubtless many variables at play the "zip" in salary
raise money we received in January 1971 has been.
replaced with rather handsome increases since
then, as well as public statements by high authority
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of the dedication 1c he proposition that faculty sal-
aries for thaw associated wit4 higher mlucation in
Kansas will got suffer as they have in recent years.
We in IRP would like to feel that this change in at-
titude is, in part, due to the efforts in pritducing
system-wide faculty activity information and the
communicating of this information to all concerned.
Our study of inslilutiorfal uncla!-,sified personnel has
provided us ancl our Regent office with a sound plat-
form for describing the faculty resource need in
terms of a variety of allocaticm moclels or processes
employed in planning and budgeting. It has tended

186

to eliminate the need for guessing tin generalizing
and affords a mliable and stable n chanisin when
there is a need for data with respect to this most
costly of all resources in the higher educational pro-
cess.

With that I will quitknowing that one cannot possibly com-
municate ildequately the frustrations, the problems the
achievements of measuring people activity in such a short pre-
sentation. Hopefully you can appreciate the fact that institu-
tions that are component parts of statewide systems are com-
pelled by the limes to join forces in terms of common interests
but that each institution must pay a price for the joining.



FROM POLICY TO IMPLEMENTATION: A PROBLEM SOLVING APPROACH
TO AFFIRMATIVE ACTION

The initial steps toward affirmative action remind me
of the old story about the mule trainer W LI) used to always start
off by clouting she mule over the head with a two-by-four. He
said the "first thing you always gotta do is to attract the animal's
attention." Getting the attention of policymakers sometimes
seems to fall in the 551110 category.

Al the University of Soush Florida, as early as,1968. for-
mal documentation had been compiled to show enough evi-
dence of discrimination against womento warrant a full scale
investigation. It was not until 1971. however, that such an in-
vestigation was undertaken. In that year the then new presi-
dent of USF, Cecil Mackey, appointed a committee to investi-
gate the status of women at USK

Right from the beginning we had some problems with
the acronym attached to the name Status of Women. One
chivalrous soul suggested we change the name to Committee on
Women. I hit him with the Affirmative Action Plan.

Similar activism was occurring at other mate institu-
tions. Where administrators refused to take action, suits were
filed.

Affirrnative action for minorities had an earlier start.
USF's first Affirmative Action Plan was published in 1969.
prompted no doubt by the black activism of the 60's.

Beginning in the spring of 1971 the Status ,of,Women
committee embarked on a six month program of inslitutional
research studies. Investigations were made of workload, sal-
aries, promotions, and perceptions of attitudes and atmosphere.
Individual case studies were assembled tracing the careers of
certain faculty women who fell they had not been given equal
opportunity.

Salary Studies
-A salary and rank study was made which compared a

sample of women fatuity with their closest male counterparts
(Kimmel, 1971.) Earlier studies had shown clearly that women
were paid less than men but it often was asserted that, in
general, women are paid. less and promoted more slowly not
bedause they are women but because they are not as well-
trained, have'not had the same amount of experience, or are
less productive than the men with whom they work. In an at-
tempt to isolate sex as an independent variable the counterpart
study focused on full-time faculty women with Ph.D. degrees.
One group of male counterparts was chosen by nomination by
the wornen themselves. In order to reduce bias, a second
nomination was made by the chairmen of the departments in
which the women worked. The study first showed that the two
groups were indeed matched on the following criteria:

Training and Employment Status: All were full-time.
All the women and all hut two of the men had Ph.Ds.

Experience: Number of years since terminal degree

Denise Strenglein,
University of South Florida

was the variable used. T-tests demonstrated that when
the years of experience of the two male samples were
averaged, the men and women were closely matched.

Productivity: Research data sheets summarizing
scholarly productivity were prepared. Some of the fac-
tors considered were grantsmanship both past and
present, numbers and types of publications, degrees,
and knowledge of foreign languages.

A point system was devised and productivity points compared.
The women's sample was again not significantly different from
the average of the two male samples. Thus, the two groups
were demonstrated to be similar in experience, training, and
productivity. The study then examined salary and rank factors.
Here there were significant differences. The women's salaries
were lower than their male counterparts and sho women were
more ofteri in lower ranks.

A separate analysis was made which used available
faculty effort report data to compare workload patterns of the
people in the counterpart samples (Strenglein, 1971). It was
concluded that the women in the sample did more teaching and
at a lower level than the men, that they were less involved in
administration, hut that there was not esignificant difference in
research activity.

Another type of salary study. yses multiple linear
regression. Loeb and Ferber (1971), WNon (1971), Astin and
Bayer (1972). Katz (1973), and Prather end Smith (1974) have
used this method to predict salary based on such factors as dis-
cipline, degree, experience, administrative position, sex, and
race. Among the advantages of this technique are that it allows
for a large number of variables to be taken into consideration
and that it avoids what some faculty may feel are odious com-
parisons of individual accomplishments (Prather & Smith,
1974. p. 4). Regression analysis provides a prediction of
statistically normal salary levels based upon historical data. If
sex bias does indeed affect salary, then the built-in inequities
are likely to be perpetuated. I suggest that counterpart analysis
be used to first adjUst salary scales, then regression can he
used as a monitoring instrument.

Survey of Perceptions of Sex Bias
Another Status of Women subcommittee made an ex-

tensive survey which helped describe the female faculty
population and to uncover their perceptions of their working
environment. The survey took descriptive measures including
whether or not the women were the only (or were the major)
family wage earners. It is notable that 55% were. The survey
asked about work assignments, both actual and desired, pro-
motion and raise criteria, and so forth. The final section dealt
with women's perceptions of prevailing male attitudes toward
women.
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Figure 1

RESEARCH DATA SUMMARY
Dept/Div Coll:

First
Code Prio F Ausintments

FIXED 1-9 Social Security Number
DATA 10 Rsch.'Grants
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15 Yrs. Tchg. Exp.
16 Yrs. Prof. Non-Tchg. Exp.
17-18 Previous Occup/Location
19 # Prior Tchg. Pos's.
20 # Prior Prof. Non-Tchg. Fos's.
21 Foreign Languages, Read and Write

22 Forel n Languages, Speak.

VARIABLE
pATA 23 Terminal Degree

24,25,26 Conferring Inst.
27-28 ' Date Degree Conferred_
29,30,31 Field of Terminal Degree,
32 Certificates, Licenses etc.

CURRENT
DATA

AL REPORT DATA

33
34

35

'CUM.FROM 36-37
DATE OF
EMPLOY.
(CODED) 38-39

40-41
42
43

44
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46

47
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49
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Current Org. Membshp--State & Local
Current Membshp USF & Univ System

# Speeches given Lay
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A slightly edited version of the same survey wits sent to
our male countarpart sample. A i:ompiirison of responses from
the two surveys showed certain perceptual differences. For ex-
ample, note the results on the following question.

QUESTION: How would you characterize the altitude of your
male colleagues towarrl women in the profession?

I. The feel that women are more likely lo be produc-
tive in their jobs than men,

Z. They feel that worcen aro ds likely to be productive
in their jobs as men.

3. They feel that women are somewhat less likely to be
productive in their jobs as men.

4. They feel that women are almost never as produc-
tive in their jobs as men.

RESPONSE: W n n (% ) Men (% )
I. more likely 1 0
2. as likely 44
3, somewhat less likely 44 :12

4. almost neve; as I I 5

When the question was rephrased for the mim from
'attilike of your male colleagues' to, your attitude- the men's
per4lages change to

1. more likely
2. as likely Hti
3, somewhat less likely 10
4. almost never as 5

Prejudice is notoriously hard to detect in oneself. A
similar survey of non-faculty women staff members was made.
The- questionnaire used was similar in intent, but directed
toward the concerns of the women in secretarial, clerical, and
custodial positions.

The conclusions reached poinled to the existence of at
least, perceived discrimination against women. The results of
these studies were assembled. These, together with a point-by-
point list of areas of concern, were Sent to President Mackey in
February 1972. This report. which was called -Proposal for an
Affirmative Action Plan for Women at the University of South
Florida7' (1972) was the Status of Women Committee's two-by-
four.

Implementation of Affirmative Action Proposals
The fact that we had indeed, gained attention was evi-

-denced by the President's thoughtful and detailed reply. as
well as by implementation of a number of the women's pro-
posals.

In the Fall Of '72 salary equalizatiOns for women faculty
were effected and a number of deserVing women were pro-
moted. Interestingly, at the same time certain salary inequities
among male faculty which had been uncovered in the course of
the investigation were also adjusted.

Another recommendation more-or-less implemented
concerned the establishment of a position for a Special Assis-
tant for Women's Affairs. This person would initiate, coordi-
nate, and promulgate research studies, participate in grievance,
procedurcs in matters of sex discrimination, and generally aid
in the iMplementation of affirmative action, The proposal indi-
cated that the person should answer to the President. Dr.
Mackey's response was to create two such positions, each
answering to a Vice President.

I am having second thoughts now about the advisability
of having the Equal Opportunity (Et)) Officer answerable to
any university official: If EO officers do their work too well, it

Denise Strenglein

is only a matter of lime before they find themselves in an :River-
sary role vis u vis people who have the power to dismiss them.
11SF has lost two Special Assistants for Women's Affairs in
three years. one of whom was forced from her position. In
Floritla the university auditors answer directly to the Auditor
General's office in the slate capitol. No one on campus can
silence a pesky auditor, Perhaps some 'such arrangement
should he considered for EO specialists.

Currently USF has Equal Opportunity specialists in
student, faculty and non-faculty staff areas. The Status of
Women committee is still active in an advisory capacity and
there is an Equal Opportunity Committee which also advises
the president. A young man on Ow president's staff coordinates
equal opportunity activities as part of his other duties.

The voices of the women at USF joined those from
other slate universities. Tho stale nepotism rules had long
denied the wives of maht faculty members an opportunity to
enter the tenure earning ranks, thus effectively blocking these
professional women from career advancement. The rules were
modified at the stale level in 1972 so that this is no longer the
case.

Another recommendation, since implemented, was the
establishment of a Women's Study program. USE has also had
an Afro-American studies program for a number of years,

A Women's Center and a Black Student Union both
have spae on campus. These organizations provide various
non-financial support services including social activities and
referral services. This kind of support Was also called for in the
proposal.

Data Needs
It became obvioui; 'luring the course of these investiga-

tions and subsequent ones by the University administration
that our existing data was not adequate to support compliance
monitoring activities. The solution was to provide computer list-
ings of the Equal Opportunity information available in person-
not records. Researchers can now get Equal Opportunity infor-
mation on compaier runs sorted by rank, by sex, by race, by
department, by job classification, and by many combinations of
the above.

Termination listings are av lble which show who left and
why.

The success of an Equal Opportunity program requires
vigilance. It is very easy to lose ground, as we found out this
year: The counterpart salary study of 1972 was updated
(Dickey, 1974), and slippage had occurred. The latest study
showed that the women's salaries have increased more slowly
than the men's. Some of the women in the sample received pro-
motions, hut more of the men did. Some of the women left only
to be replaced by men. Other studies, from different view-
points, all told the same story.

The administration again responded. Each college was
ordered to examine its faculty salary structure. Where
women's salaries were found to lag behind those of men with
equivalent experience, training, and productivity, adjustments
were again made,

Affirmative Action Plan
A discussion of affirmative actionls not complete will=r7

out a discussion of the Affirmative Action Plan itself. Groomes
(1972) has published a booklet that very succinctly enunciates
the components of a good Affirmative Action Program.
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These are:
"POLICY STATEMENTThis should reflect the

university's commitment to affirmative ac-
. tion.

"UTILIZATION ANALYSISPresent status should be
ascertained and problem areas identified.

sAcrION STEPS OR METHODS OF IMPLEMENTA-
TIONThese should be charactered by
positive action and results guaranteed.

GOALS AND TlMETABLE-The key word is
realistic.

'MONITORING PROCEDURES AND DEVICES--
Periodic review of goal attainment is a must.

Utilization analysis is an area of particular interest :o
institutional researchers. Development of an equal opportunity
data system which provides data on training, experience, sal-
ary, and promotion by sex within ethnic groupings should have
high priority.

A( USF each college and each nonollege administra-
tive unit was required to set yearly hiring goals over a five-year
period. These hiring goals are based on the availability infor-
mation as analyzed, for the most part, by the eqUal opportunity
specialists. It was even possible to set goals for faeulty by
academic rank using the rank distribution of male caucasians.

For non-faculty staff regional census data for the Tam-
pa-St. Petersburg Standard Metropolitan Statistical Area pro-
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Figure 3

GROSS ESTIMATES OF MINORITY
FACULTY AVMIABILITY1974-1979

Other
Mina:1(1es

% femak %
(B) (OM) (F)

4 3 25

College of:
Business Admirnstration
,Education
Ergineering
Fine Arts
Language/Literature
Oedicine
Nursing
Natural Sciences
SOcial & Behavioral Sciences

Total Non.Collme Faculty
Already almost 95% female.

Neck %

3

4

3
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8.5

2

2

6
2

3
5.5

6

3
4
4

7

31

3.5
28
29

7

17
27

vide the basis for determining availability parameters. Goals
are set for each of the Equal Employment Opportunity (EEO)
categories based on the percentages available in the local work
force.



Figure 4

GROSS ES11MATES OF MINORITY
STAFF AVAILABILITY 1974-75

Total Career Service

E.E.O. Alassification:

BLACK%

(B)

11

ODER
MINORITY

X
(OM)

7

18%

FEMALE%
(F)

1, MsrsiAdm 2 19
1 Professional 6 6 47
3. Technician 2 6 12
4. Sales 2' 37
5. Clerical 5 7 75
6. Craftsman 8 7 5

7. Operative , 16 11 33
8. Laborers 30 5 11

9. Service 9 6 63
Total A & P 4 6 35
E.E.O. Classification;

L MgrsiAdm 2 19
2. Professional 6 6 47

The next area of concern for institutional research is
the job of monitoring goals. Everything must be documented.
The entire employee flow from. recruitment through lumina,-
tion needs to be examined. In any acceptable affirmative aCtion
plan problems areas must be identified and solutions set forth.
One method found most effective by the USF Status.of Women
Committee to uncover problem areas was to ask the individuala
concerned. Last year women employees and students were in-
vited to a '"brown-bag" luncheon conference- to discuss
women's concerns. The varioup student and employee
subgroups expressed the problems as they perceived them and
did some brainstorming concerning solutions. Status of Women
Committee members took notes during the discussions. These
concerns and recommeadations were further discussed,
refined, and set in order of priority by subcommittees. A final
report documenting the results of these deliberations was sent
recently to President Mackey. laraqtion. This procedure will
probably become an annual event as long as women perceive

. sex diserimination in their work environment.

Recruitment
In recruitment the "old buddy: systermof hiring has

been identified as one of the major contributorg to the problem
of under-utilization of minorities and women. Breaking=up this
systerrr is an unpopular but necessary task. Seeing that all
faculty and administrative openings are advertised in appropri-
ate journals is one of the first steps. The Chronical for Higher
Education seems to have become the major clearinghouse for
such ads.

Gathering statistics on applications and hiring deci-
sions, using search committees with minority and female repre-
sentation, and keeping permanent files of minority applicants
are other effective techniques. Departments must be required
to keep positions open long enough for an adequate search to
be made. Job titles should have sex stereotypes-removed.

In Florida the State _University System is in the process
of organizing a recruitment and hiring monitoring system. A
form which has been developed for reporting openings is cur-
rently being field tested. Openings will be advertised
throughout the system through a ,computerized job pool. An
equal opportunity profile of the person hired for the job is then
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fed into the system. With this -data available systemwide hiring
practices can be analyzed. To enforce use of the system, if a
position is found to have been filled without being reported. the
offending university will be penalized by loosing one position
in that category the following year. Of course, we now have a
statewide position freeze due to financial shortfall, but when
the economy improves the procedures will be utilized.

Even before the state stepped in, USF had arranged to
advertise all local openings in its weekly.staff newsletter and to
provide up-to-date information on openings readily accessible
by phone -through Personnel Services. The USF Affirmative
Action Plan requires that all applations for faculty positions
be kept available for review for, one year and that applications
from minority people be kept on file permanently to establish a
minority applicant pool.

.Applicant flow statistics on non-faculty staff are com-
piled in Personnel; These tell the number of minority and
women applicants by EEO category, how their applications
were received (that is, through phone inquiry, mail, or inter-
view), the number referred for interview for specific jobs, the
number actually hired, the number promoted. the number ter-
minated, the number rejected, and the reasons for rejections.
Termination and turnover statistics are also compiled. In these
days of no growth the majority of openings occur as a resjilt of
turnover rather than us new positions.- At USE goals have been
based on a no-growth assumption.

Each college department and every other administra-
tive unit is required to kave on file a recruitment plan outlining
procedures to be followed in hiring. The minimum require-
ments, as listed in the Affirmative Action plan, are:

DESCRIPTION OF THE FUNCTIONS. -PER-
FORMED BY THE UNIT
CRITERIA FOR PERSONNEL SELECTION

This is to include job descriptions and written:
criteria against which applicant suitability for
employment is to be judged. Superfluous educa-
tional and other requirements whiCh do not
affect job performance are not permitted.

REQUIREMENTS FOR DOCUMENTATION OF.-
THE RECRUITING EFFORT

Here the department describes in detail the pro-
cedures to be followed in setting salary and rank,
soliciting' applications, screening and interview-
ing applicants, and making hiring decisirms.

Responsibility
Responsibility for implementation at USF lies

ultimately with the President and through him the Vice Presi-
dents.1--and in turn with the respective deans department and
division heads, and directors. It falls to the affected constituen-
cies to assure that these officials really do carry out their
responsibilities.

Other Affirmative Action Policy Areas
Some other fruitful policy areas for affirmative action

are provision of management training and skill upgrading
progroms accessible to minorities and women. Thought should
be given to exposing administrators and supervisors.to human
relations programs with emphasis on dealing with prejudice. A
discussion of equal oPportunity and affirmative action should
be made an integral part of epployee and student orientation.
Minority vendors should be encouraged to bid.

I realize that I have 6ot included here a discussion of
affirmative action for Students, It is a major responsibility of
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universities to increase the number orqualified minority and
women professionals. Ihstitutional research is faced with pro-
viding statistics an student applications, acceptances, attrition,
remediation, career choice and guidance, and a myriad of other
topics. However, a discussion of these concerns is beyond the
scope of this presentation,

Conclusion
Affirmative action requires commitment by both the

affected minorities and the policymakers, as well as adequate
documentation of problems, needs and goal achievement. In
theory goal setting and monitoring, while inconvenient, seem a
reasonable price to pay to achieve equality of opportunity.
However, in closing, I would like to share with you some
thoughts of a non-minority man faced with implementing goals
for his small but critical administrative area. Let me say as
preface that USF's goals were expressed in terms of Full-Time
Equivalents rather than headcounts.

Hiring goals for the Division of .
-In your memo of . you kindly offered

to answer questions or resolve discrepancies:
-As you know, there is only ono, faculty

position in the Division of . . By 1975-76 you

Denise Strenglein

have established a goal that I should become 9%
black. That requirement in itself is not so difficult
if one of uur current research projects proves
feasible. However, in 1976-77 you have added an
additional requirement that I be transformed into
4% other minority, in addition to being 9% black.
Up to this point the possibility is fairly good that I
can meet your goals,. but the 1977-78 goal seems
impossible. By this time, I am to transform myself
by 20% to the status of female. This probably
represents a challenge of chemistry. Assuming
medicine has progressed to the point that we can
determine percentage of sex by a chemical tech-
nique. I suppose if I consume a certain amount of
hormones each day I may make the goal. I assume
the 1978.79 goal of becoming 7% more female
reflects an anticipation on your part that I will
probably take an overdose.

-Please advise me concerning 1979-83
goals as they relate to becoming more female. I
have a number of responsibilities at home and
they should be advised of what the State expects
of me, it I am to continue in my present position."
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MEASURING THE BENEFITS OF GRADUATE STUDIES AMONG BLACkS:
DIFFERING PERSPECTIVES

One of the challenging issues of higher education today
is the persistent hope cif the black community to utilize its
professionals in assisting its less fortunate members. Hence. a-
scheme to foster the leadership role of educated blacks is war:
ranted for institutions of higher learning.

Diversified strategies for improving the Value of educa-
tion to its recipients are available to faculty. administratorS-Tand
policymakers involved in planning, One of the most useful
techniques is the review and modification of the academic cur-
ricula by the-faculty. This approach enhances their relevance to
the ever-changing needs of students'. Another scheme would be
to survey predominantly black institutions concerning their
diffieulties and problems peCuliar to providing quality educa-
tion to clients. The more popular technique is an economic
analysis of direct and external benefits traceable to higher
learning. In examining the extent to which black colleges dre
meeting their primary responsibility toward the black com-
munity, the third method presented seems most plausible for
the purPose.

As prototype researeh for assessing the relative educa-
tional gains of social subgroups, the Office of Institutional
Research (OIR) at Federal City College (FCC). in cooperation-
with its Graduate School, plans to follow-up its graduate School
alurnni in the past five years. FCC appears to be ideal for
studies of thia 'nature becauge of its commitment to the educa-
tion of minorities. Furthermore, FCC also aims at providing the
District and. the Washington Metropolitan Area a highly
qualified source of manpower.,

Within this framework the immediate research
problem is to explore alternative means of measuring the short-
term impact of graduate education on the black professional
and his community. A secondary purpose -of the study was to
evolve a communication scheme betWeen the alumni and the
graduate school which should be instrumental in iinproving the
quality of education among minorities. It is also postulated that
thiS improved quality education at FCC should eventually ex-
pand the growth of black professionalism which is most
needed to provide leadership in various areas of endeavor.

The, first part of this paper will highlight,the concomi-
tant issues, challenged by human resource specialists, in the
area of evaluating the short-term returns derived from educa-
tion. The second part of the paper will describe the research
design planned on FCC's graduate alumni.

Concomitant Issues
^ Traditional research studies evaluating the returns of

investment in postsecondary education among White males ap-
pear to be conclusive and extensive. Contemporary research on
the professional life of minorlties,3 however, has raised uncom-
fortable questions concerning the applicability of traditional
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variables that proved valid for the white male group. The vari-
ables commonly referred to are socio-economic background, in-
dividual ability and college quality. Results of recent studies
have focused on the significance of new techniques- which
might be instrumental in relating the, quantifiable and non-
quantifiahle outcomes of advanced training to equality of ac-
cess in employment and education. It is hoped that these tech-
niques could also be useful in interpreting the educational es
well as- the occupational experiences of minorities to 4ssist
them in the attainment of their aspirations.

Issues addressed by human resource experts will be
recapitulated in terms of:

identification and measurement of educational
benefits;

equalization of opportunity to learn and earn; and
college quality related to income levels.

Identification and Measurement of Benefits
In the area of identification and measurement of

returns to educational investment, ',alining (1974) proposed
five methods. These are: a) the- benefits pyramid model which,
emphasized social benefits first and student benefits last; b) the
documented current benefits scheme, based on the observation
that College experiences seem to devolop the personal compe.
tence necessary to face life but fail to account for individual
differences; c) the documented potential benefit model which
utilizes innovative programs and institutions; d) the unique in-
stitution method which focuses on the high quality perfor-
mance of highly selective colleges that appear to have had some
significant effects on their students; and e) the consensus
method which consolidates expert opinion, logic and identified
needs. Lenning also postulateS that the increasing trend in cast-
ipg-off the traditional diversitY in higher education could partly
account for the apparent loss of confidence in the value of a col-

\lege education today.
,Efforts to rectify the simplistic analysis of economic

returns to eduCation as the mairiyalue of higher studies are evi-
dent in the, works of Weisbrod (1970) and Clark (1973).
Weisbrod underscored the financial benefits that might accrue
to the individual and his family. However, he elucidated on the
value of non-marketable returns (i.e, civic-spirited citizens and
model employees) to the individual's employers, neighborhood,
and community. In fact, Weisbrod acknowledges our inability
to measure all conceivable returns to education. He, therefore,
praises the rate of progress that has been made not only In the
identification of the various formp of educational benefits, but
also in the develcpment,of objective techniques to measure
them.

Clark likewise suggested further research on policy-re-
lated concerns 'in the field of subsidizing college education.



Research topics Clark was interested in were the quantitative
analytical techniques of assessing social benefits,.the relative
significance of differentiated abilities and differentiated oppor-
tunities to minorities (to encourage greater college entry among
them), and the planning of alternative educational systems to
improve the social mobility of the disadvantaged. Vaizey
(1970). the 'economist, reaffirmed the considerable equalizing
force of education on an individual's social, occupational, and
economic status: His findings support the positive refationship
between educational attainment and income level, On this
basis. Vaizey admonishes researchers to be cautious in the ap-
plication of techniques to insure the accural...y of educational im-
pact measured.

Accessibility of Trainingand Employment
Discrepancies noted in the academic achievement of

whites and minority groups have strengthened the movement
to challenge the credibility of the Civil Rights Legislation of
1964. Studies undertaken along this problem have ranged from
the view of having school systems rectify the inequities existing
in communities beyond their control to studies on factors re-
lated to salary differentials between men and women.

For purposes' Of assessing inequities in educational op-
_porionities. Walberg and Bergen (1974) synthesized the con-
cepts that are most likely to be associated with the problems of
implementing this social policy. Ideas recapitulated varied from-
school quality to egalitarian ideology and the distribution of
resources. This report, however, emphasized that these inequi-'
ties imbpdded in the American society would necessarily in-
volve all community action groups in order to realize some
results.

Along the same line, Jensen's (1974) Outlook on the dis-
crimination against minorities has been modified by the results
of his experiment3 on the educational achievements of
minorities in California. Wherefore he advocates that diversity
of instructional techniques and programs should be encouraged
to obtain the optimum benefits of schooling..

Studies examining the extent of differential income be-
tween the sexes which might be ascribed:to discrimination are
represented by Those published by -Darland and associates
(1973), Gatswirlh (1973), and Bosworth (1973), More
specifically, we find that Darland's national study of faculty
members indicated- that women tended to receive lower sal-
aries than their male counterparts (on the ayerage. $1,500 an-
nually) irrespective of ethnic classification.

Another phase-of sex discrimination was pursued by
Catswirth to identify the. specific occupations and- industries
where women apPear to have been disregarded. His contribu-
tion to the measurement of earnings differential between the
sexes was- a statistical technique to monitor advancement of
women relative to men over a period of lime. He alsq proposed
that to obtain a comprehensive opinion of the problem, the
study- of earnings should be complemented with emplOyment
history data.

Bosworth's analysis of the 1970 census data on occepa-
dons by industry parallels Gatswirth's purpose and findings. In
fact, he ieferred that women Were consistently discriminated,
against in all occupational and industry gmups studied. His
paper likewise indk;ates that the least salary differential was
reported for the traditionally female occupations (i.e.,
bbriirians, social workers, and teachers in school systems).

Alongside other research findings on sex discrimina-
tion is Patterson's (1973) abstractions On the factors currently
found in our society that seem to have interfered with the
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professional status of women. For instance, she stresses the
relationship between the private and public costs of educating
women vis-a-vis the social benefits derived from education
because of women's family and social responsibilities. Another
factor presented was the level of education and occupational
aspiration of women as influenced by parents and teachers.
These aspiration and achievement levels are unknowingly con-
taminated with the purpose of avoiding success -to be accept-
able to one's peer group.

To determine the dilative success of the Civil Rights
Legislation in equalizing economic returns of education.
Hemley and Fan (1973) utilized the decennial census data of
1960 and 1970 for 30 states in their analysis. This research
recommended that a scheme for assisting the blacks (i.e.,
educational subsidies, supplemental income, and training)
should be provided. Hemley and Fan believe that this strategy
is crucial in improving the economic status of blacks in the near
future.

An innovative system of understanding the effects of
higher-learning was defined by Page (1973) when he stressed
the need to synthesize the interrelationship of three faetork.
These factors are: a) the equality of access to.. training and
employment; b) the identification of the sources of human
differences; and c) the "bentee- strategy to measure educa-
tional advancement among program participants.

The hypotheses formulated to distinguish th:-J perceived
returns of higher education on diverse subgroups" state that:

1. The short-term impact of graduate education among
younger alumni with responsible positions before and after the
completion of a masters degree wduld be greater than their
older colleagues with comparable positions.

2. Job promotions and increased earnings would be
more prevalent among graduates in business admirdstration
than among specialisls in education:

3. Short-term benefits of an NIA, degree would be
more discernible among-graduates who are committed to a doc-
toral or a professional program than among those who have
shown no interest in further studies.

The model planned for analysis will utilize such
statistical.-techniques as factor analysis and the maximum
likelihood estimate for contingency tables with pro diagonal.
This analytical strategy was meant to distinguish the significant
variables .associated with tlie short-term returns of horizontal
and vertical' movers vis-a-vis those signifiCant variables that
may be typically related to slayers (non--mover group),

The study--will become a source document for improv-
- ing techniques of quantifying the short-term and, eventually,

the long-term impact of advance studies on the individual, his
family, and the .cornniunity. Contemporary feedback .of infor-
mation from graduates exposdd to the real world of work
Would be invaluable to FCC's policymakers who are entrusted
with the responsibility to reexamine FCC's tristructional deliv-
eiy system. Periodic evaluations of this type should improve
the quality, adequacy, and relevancy of FCC's programs to its
clierntele as well as to the needs of the local labor market area.

The time-phasing frame of research tasks displayed in
Figure 1 was devised to depict the inter-relationship of
research tasks. Assuming that a professional with considerable
experience in survey research is assigned to this study half-
time, it is ekpected that the results will be available in about six
months.

Expected Value to Education
Considering the prevailing enrollment and productivity
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- BENEFITS OF GRADUATE STUDIES

Figure -I.

TIME-PHASED ASSESSMENT OF BENEFITS AMONG
BLACK GFIADUATE SCHOOL ALUMNI, FCC, AY 1970-74
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trends in higher education in the early seventies i.e., decreas-
ing enrollment, high attrition rate which limits the size of avail-
able trained black manpewerismaller amounts earmarked for
financial aid), the political .power attached to education by
minorities and the dynamic nature of education in itself. one
cannot overemphasize studies'of this nature. For example. this
type of document should provide policymakers with objective
and up-to-date bases for modifying public policies thatconcern
their constituencies. For edueatnrs in particular,.review of em-
pirical resulti on the personal, family, and soCial impact ,of
graduate training would provide therawith some guidelines for
formulating alternative programs and teachingteehniques that
could be simulated for allocating limited personnel and finan=
cial resources.

College Quality
Because of the alleged positive effects of college

"quality"4 on the student's persistence in.:'college and on his
satisfaction with college training, as cited by Astin (1971), other,
studies on college quality were also examined. For instance,
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the report prepared by Staaf and Tuned< (1973) recommended
that an alternatkve educational program be devised for the dig-
advantaged to respond to their quest for social Mobility within
the foreseeable future.

Despite the polemics attached to the measurement of
college quality, Wales (1973) concluded that the quality of col-
lege attended (in terms of an individual's lifetime earnings) ap-
peared te be of greatest importance to those with graduate
degrees, the least effect on bachelor-degree graduates, and
with intermediate results on the non-degree respondents.

Inferences drawn from earlier interdisciplinary studies
imply that the academic and social climate of today appears
reassuring to the plight of disadvantaged subgroups. This cli-
mate calls for the.concerted militancy of prOfessionals commit-
ted to the common cause (i.e., equaliting chances of learning,
earning, and leading a full life).

In the spirit of FCC's raison d'etro to create an edu-
Gated manpower pool for the leadership of the District and the
Washington Metropolitan Area,5 we at FCC are continuously

. searching for various means of improving the quality of our
educational outputs:-In our quest for information on the rele-
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vance and utility-of training FCC provides, we have decided to
study our graduate school alumni.

Research Design
Recognizing the possible precipitating effects of factors

underscored by earlier scholars, we decided to undertake ihis
study in order to assess how black institutions like ours have
succeeded in enhancing the lives of black professionals and
their communities. This survey will enlist the assistance of 570
FCC alumni who have completed masters degrees during the
academic years of 1970-74. The universe of graduates will be

_ stratified by sex and field of specialization.6 A mailed question-
naire; requiring approximately ten minutes to complete, has
been designed to address questions regarding the perceived
Short-term benefits of their masters degree. The areas of inqui-
ry include:

l'notivations for pursuing graduate studies;
patterns of mobilitV,as a result of graduate training;
quality and adequaOy of graduate trainingat FCC in rela-
tion to employment after graduation.
plans for postgraduate and professional studies;
values attached to FCC alumni news service; and
historical information pertaining to:
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unemployment,
main job responsibility,

0 relationship of major to job,
type of organization affiliated with,
utility of graduate studies to job, and

0 -annual income levels.
For purposes of insuring high response rate, we deliberately
abstained from securing academic and demographic informa-
tion through the survey form. Instead, we chose. to rely on the
secondary data that can readily be obtained from the FCC stu-
dents' permanent records.

Dependent variables that reflect short-term benefits
derived from graduate education will be assessed in terms of
the graduates' horizontal as well as vertical mobility in their
professional careers. This advancement will enCompass any
changes in further studies along the same field, sources of job
satisfaction, and involvement in community affairs which can
primarily be attributed to the completion of a masters degree.
The_ independent variables that will be Used to test the hy-
potheses postulated below are: the graduates' age, sex, time lag
between completion of baccalaureate degree and entry- to
graduate school; major field of specialization; reasons for
enrolling in graduate school; and the type of participation in
alumni affairs.

.,The goals and responsibilities of FCC (serving a predominantly black population) are presented in the D.C. Board of Higher Education, Resolu-
tion No. X-48, March 12, 1969. .

,Minorities include women and ohnic group such s b;acks, Spanish-Americans, American Indians, Asian Americans, and Africans.

35ampie pupils included Anglo, Negro and Mexica, American groups.

'College quality refers to the average academic ability required by an institution for admission to Postsecondary schools,

sFCC is the first and only,publie liberal arts, low cost, urban land-grant itistitution of higher learning for residents of Washington,. D. C it was
dsiigned to increase college enrollment among the cuiturally and economically disadvantaged students by practicing an "open admission" policy and
providing basic skills training, personal and acadernic counseling, and financial aid.'

-FCC offers masters degrees in adult education, human ecological systems, business administration, communication sciences, media, informa-
tion and learning systems, and 'teaching.

'Includes activi:ies during graduate studies, right after M.A. completion, and their current jobs.

!Values of higher education will be contrasted by age; sex, commitment to further studies, community partieipation, and major field of
specialization.
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THE FUTURE OF POSTSECONDARY EDUCATION FOR BLACK AMERICANS

Very few scholars would argue that the black college
and university grew out of the history of segregation that ex-
isted in the South. The "inherent" inferiority of the black
American made it unlikely that any serious thought would be
given to establishing liberal arts colleges for black students.
NevertheIess, there is some evidence, according to historian
Rayford Logan (1969), that although there were no black col-
leges prior to.1852, black students had studied at Rutland Col-
lege in Vermont, Jefferson College in Pennsylvania, Athens
r'ollege in Ohio. and Hanover College in Indiana. Such black,
Americans as Ira Aldridge. Alexander Crammel, and fames
Pennington had even -studied abload. Bowles. and DeCosta
(1971, p. 12) conclude that apnroximately 28 persons of
acknowledged Negro descent were graduated baccalaureate
degrees from American colleges by 1860.

Historians of higher education in the United States
usually identify Lincoln University, Pa. (1854), founded by the
Presbyterian Church, -and Wilberforce University (1856),
founded by the Methodist Episcopal Church, as the first col-
leges for black Americans. Long before this time, however,
there were attempts to establish higher education .institutions
for black students. Most of these institutions were sponsored by
two basic groups. the American Colonization Society, a while
citizens group in the South which felt that blacks should be
educated in order to be useful in Africa; and the Convention of
the Free Peeple of Color, working With abolitionist's which
argued- for, the establishinent of institutions of higher education
to prepare people of col6r for serVice within the American
social order. Representatives of these groups paved the Way,
both North and South, for the formal higher edUcation of black
people.

The major impetus for a planned educational program
for black people occurred prior to the close of the Civil War in
1865 when Congress passed an act creating the Bureau of
Refugees, Freedom, and Abandoned Lands. Its first comMis-
sioner, General Oliver O. Howard, for whom Howard Univer-
sity was to be named, was charged with providing the, freedom
with the foundation Of an education. The direct responsibility
for establishing the freedmen's educational system in the South
was to rest upon several strongly motivated groups of white
Christians. Many of these Christians were eager to educate the
former slaves because they felt that they had to be able to read
and understand the Bible to develop themselves religiously.

Thus, the beginning of black higher education was, in'
, many ways, no different from that of non-black higher educe-.
lion, The major, initial concern was to develop members of the
clergy hist as the Anglicans, Puritans, and Congregationalists
established many of the non-black liberal arts'institutions in the
North, the Baptists and the Methodists,established milny of the
black institutions for higher education in the South.

During the period 1865 to 1890, the largest number of

James E. Lyons,
Fayetteville State University

historically blaek private higher educational institutions were
founded. Literally, hundreds of them were founded_ with -nor-
mal," "college," and "univerSity" in their titles. Although most
of these colleges 'were offering high school work one was
established for the purpose of catering to those who had been
prepared for -collegiate and professional trainingHoward
University. Howard was established in 1867, and it can truly
claim the role of the first black university.

Some 17 of the 35'hiStorically black public colleges now
in existence were founded prior to 1890, the other 17 were
founded later, as a result of the Morrill Act of August 30, 1890.
Popularly referred to as the Second Morrill Act, to differentiate
it from the Morrill Act of July 2, 1862, this act proVided for the
establishMent and maintenance of Negro land-grant colleges
and universities (1971, p. 12). Between 1890 and 1699, a black
land-grant college was established or designated in each of the
17 Southern,and border states,in general, these land-grant col-
leges were agricultural, mechanical, industrial, and nondegree-
granting until at least 1895. Then, the black colleges began to
expand from instlintions primarily concerned with the training
of teachers to institutions offering a variety of higher educa-
tional opportunities. As Bullock (1967) eXplains it:

A natural process of segregation had set in
as Negroes concentrated to compose racial com-
munities in the various towns.and cities The in-
adequacy of leadership for the freedmen's welfare
began visualizing, higher institutions in which
Negro preachers, do,..::rs, lawyers, and otheri of a
professional class cool I be trained with potential
teachers. (p; 31) ,

The 'black college was noW beginning to develop into
an institution designed to meet most of the particular needs of
the black community. For example, the pulpits of churches had
to be filled by an educated leadership.,Churches continued to
multiply and soon began to rival the schools as the most power-.
ful influeoce in black community life. Nearly all the private col- -

!egos for black people had theological qq"partments in 1890, and
before the .close of the century private:colleges had produced
numerous ministers who .:vere trainekin divinity

The black community lived segregated from
mainstream America. However, .the many daily needs Of this
separate commenity justified giving -black students higher
professional training. These institutions soon turned toward a
curriculum that would meet the communities' needs. They
began offering business, journalism, economics, and medicine
in addition to theology. Slowly black college gradtiates began to
work their way into the structure of the black community.
Teachers, preachers, Merchants, physicians, and lawyers were
beginning to assign° some roles of leadership in the corn.
munity. By the early 1909's these areas, as well as the United
States Post Office and the Pullman Porter Services, had beSome
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the chief source of employment available for collegeducatcd
blacks_

By the 1950s the black colleges began to move into a
new era in their history. The Plessy vs. Ferguson decision of
1896 gave the legal sanction of the federal government to local
laws and customs that had sprung up to relegate blacks to a
position of a separate society within the larger American soci-
ety. As a result, the black colleges and universities were clearly
given the responsibility of providing the higher education for
the majority of blacks in the United States, both North and
South.

The 1896 decision stands as monumental because it
legally recognized black people as second-class citizens and
placed the legal responsibility for educating black students in
the hands of black people themselves. This decision was even
more significant because it also placed the black institution in
the position of having a moral obligation to educate-the masses
of black citizens. But today a major change has occurred. Now
that the federal government has passed laws prohibiting racial
segregation and discrimination in higher education and giving
black Americans -equal" citizenship, there exists neither the
legal nor the moral justification for operating a dual system of
higher education.

Although historians differ in their points of view about
the traditi ally black institution, most would agree that the
origin and dt velopment of institutioos of higher education for
black Atneri ans has been directly related to the existence of a
system of s very in the South from 1800 to 1885, end to the
caste syste4i that replaced it, as well as the widespread exis-
tence of ra 'al prejudice on the campuses of northern univer-
sities and co leges prior to the 1950s.

One frnust read between the lines to folly appreciate
this statement. The development of segregated higher educa-
tion for black Americans- is as much a result of northern pre-
judice and racial discrimination as it is of the system of slavery
which existed for more than 200 years. In effect, the doors of
black institutions of higher education were kept open, in part,
as a result of the northern universities refusal- to accept the
responsibility for educating their black citizens. Thus. the
blame for perpetuating Jbe dual System of higher education
should not be placed in the hands of the South alone: the North
is equally responsible.

There is no doubt that the black colleges and univer-
sities have assumed the historic responsibility for the education

. of black Americans. A partial list of the areas in which gradu-
ates of black colleges have taken their place in society is rmieal-
ing: 7 of 14 U.N.- appointment, 4 of 8 more recent black am-
bassadors, 3/4 of black commissioned Army officers, 3 top
commissioned naval officers,-the vast maierity of black federal
officers, 1/3 of the black U.S. repfesentatives and 1 black sena-
tor. 64% of black state legislators who attended college, and
83% of all black physicians. These figures have increased
since 1970. This kiod of evidence should leave little doubt that
the black colleges and universities have made u major contribu-
tion Id the development of the black community, and their value
could not be easily replaced should these institutions not exist.

DesegregationIntegrationMerger
The support of two systems of higher education has no

doubt been a tremendous expense to many states. But, until re-
cently, that did not deter them. Many of the slates had autho-
rized "separate but equal" faailities. Tennessee Slate Univer-
sity, for example, was established for the purpose of training
colored teachers to meet fuller the demands for more efficient
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and practical instruction in public schools. Some states had also
enacted legislation providing.scholarships for black applicants,
enabling them to study outside the state and in other states
where thc courses they sought were available to them. This
was done to keep black students from attending white institu-
tions.

-1954, howeter, the U. S:Supreme Court in the
famous Brown et al. vs. Beard of Education of Topeka et al.
settled the legal and moral issue of "separate but equal" whca
it rUled that the doctrine had no place and that separate educa-
tional facilities were inherently unequal.

-The decision of 1954 was to have some very special
effects on traditionally black colleges and universities. Though
they may not have realized it ilithe nme, these institutions were
to find out that they were expected to comply with the law, or at
least that their states were expected to comply- fully. Thus,
pressure for the desegregation of black schools, particularly
state-supported schools, was soon to plunge black colleges into
6 new crisis.

Integrating the colleges and universities today is quite
different frorri what it was a decade ago. Noo-black faculty and
students who came to these institutions during the integration
lira are now right in the middle of a mood that emphasizes
blackness. Of course, not all mon-blacks came because of their
belief' in integration. Non-black faculty members were often
recruited to meet accreditation guidelines. According to
Johnson (1971), 36 United 4'slegro College Fund affiliated
schools had 28% of faculty with earned doctorates. The
regional associations- required 30% Consequently,. black
schools have had to hire non-blacks in order to be accredited.
This has been a point of criligism because often these faculty
members were these who had teaching difficulties elsewhere.
those who had retired, or rtorr-blacks from other countries,.
Chinese, Japanese, who have had difficulties with the English
language.

There is one story of desegregation and integration that,
while successful, has caused a tremendous amount okeoncern
ainong those interested in traditionally black colleges and
universities. This is the case of West Virginia State College.
Calloway (1972), reporting in a recent article for College and
University Business, called West Virginia State "a living
laboratory of human relations," It has gone from black in 1953
to 50% black in 1956- to 80% non-black in 1965. While more
than 90% of resident students, are black, the great majority of
coMmuting students are non-black. Rather than proving
harmful, school integration-has been quite helpful to West.
Virginia State. Prior to the 1954 Supreme Court decision, the
school was suffering from low enrollment. Now the enrollment
is up and all appears to be going well. The academic quality of
students has improved, average faculty salaries haverisen, and
university'grants have increased. According to Dr. Calloway,
all ihis was done without any programs for racial harmony.

The major question that integration raises, however, is
whether or not it Will bring about the disappearance of tradi-
tionally black schools as predominantly or all-black institution's.
This issue has been complicated by, the-increasing recruitment
of black students by non-black colleges and universities, and
by recent mergers of black schools with non-black schools.
Although West virginia State is now considered the classic
case of what integration can do to a traditionally black school, it
is not the only school facing this experience. Tho Carnegie
report, Front Isolation to Mainstream (1M), found that of the
123 institutions that were listed in 1905 as having predomi-
nantly block students bodies only 105 reported in 1971 that the



majority of their students we e black. A recent article in Ebony
cites 1.1 black public colleges that have a non-black enrollment
of 10% or more..Also a series of annexations and mergers and
an influx of non-black students have reduced the number of
black state colleges from 35 to 29 in recent years.

Some observers suggest that black enrollment in non-
biack institutions is the major cause of change. Where black in-
stitutions used to educate the bulk of the black college popula-
tion, over half of the black college students are not in non-black
institutions. They feel that the negative views many hold about
the black institutions cause many_blaCk parents to send their
children to non-black schools. Other black scholars, however,
feel there seems to be a qilue print" for the elimination of
black colleges and universities.

The "bine print" theme is not being taken lightly. In at
least seven instances in the past five years, a state has created a
"white competition- near an existing black college. Some states
would probably like to save money by closing the black school.
Segregationists no longer need black schools: they are just a fi-
nancial burden. There have also been other significant devel-
opments that cause alarm to blacleinstitutibns. Prairie View A
& M is now a part of Texas A & M; the former Arkansas A M &
N is now the University of Arkansas al Pine Bluff; the former
Maryland State is now the University of Mayland-Eastern
Shore. The attempt to save money during the period of austerity
is viewerby many as the cause of these develOpments.

There are other factors Which cause many to wonder
whether or not there is an attempt to eliminate the traditionally
black institution. For example, a 1972 ruling required that Ten-
nessee State University double its non-black faculty and-triple
the nuinber of non-black students. Coupling this with the clos-
ing of nine predominantly black Florida junior colleges and the

-building of a Univeratty of Tennessee Center in Nashville.
home of Fisk University and Tennessee State, onatan at least
appreciate the concern that black educatiors havj ahout the
possibilities of an effort at systematic elimination of black col-
leges.

Although it would be quite difficult, if not impossible,
to prove that a "blue print" for the destruction of black colleges
and universities exists, the concern of black academicians who
believe this cannot be taken lightly. This concern stems in part
from what has happened in the public secondary schools.
Throughout the South integration has brought with it a reduc-
tion in the nuirther of high-level black educators. Where the
black educator was the principal in the all-black school and the
athletic director made the decisions regarding physical educa-
tion and interscholastic athletics, after the schools were inte-
grated, the blacks became the vice principal and head football
coach, respectively. The top positions went to white staff mem-
bers. Whether this will happen at the higher education level is
a most important question.

yredominantly White CampuseA
While questions are being raised concerning the sur-

vival of black colleges, they are' being raised about the black
students on predominantly white campuses. The Civil Rights
legislation of the 1960s turned the interests ofsnany predomi-
nantly white institutions to the large pool of black students that
usunlly Made their .way South to traditionally black colleges
and universities. It was made clear that in order to continue to
receive the much needed federal funds, black students had to
be recruited. As a result, elaborate means werti devised to in-
terest black students in an institution .that was considered in-
sensitive to and uninterested in the black community.

lames E. Lyons

Financial aid was a key factor in attracting, the black
student. Elaborate financial aid packages were granted to stu-
dents expressing an interest in enrolling. Many of these stu-
dents probably would haVe headed South to a traditionally
black college or remained at home. The.possibility of a four-
year scholarship attracted the attentionof black students who
were dependent upon financial aid, and increased the black
presence on the predominantly white campuses almost over-
night. In a national study on the black presence in higher
education during the 1969-70 academic year, this writer
reported to the Journal of College Student Personnel that more
than 8,000 black students enrolled in these universities in Sep-
tember of 1969. The figures for 1970 were even larger.

In addition to the financial -assistance that was given,
academic policies were made more flexible to accommodate
these students. In many cases admission standards were
lowered or altered in order for more black students to be admit-

. ted. Admission staffs began to place more emphasis on letters
of recommendation, high school grades, and motivation, as op-
posed to standardized entrance tests. To justify the admission
of larger numbers of students who did not meet the usual ad-
missions criteria, these officers began to espouse a point -of
view that many black educators had been expressing for years,
namely, that standardized entrance tests may not be the best
predictors.

,The "Special Programs" have been another method of
recruiting black students. While these programs vary from in-
stitution to institution, the basic pattern is the same. A staff

_made up, for the most part, of black faculty and administrators
;sets up a special program of admission for black prospects. The
program often required that the student-attend a special sum-
mer session. During this time he was given a special orientation
which included a combination of remedial help as well as an
introduction to university life.

Once the student enrolled, he was often given special
tutorial assistance, counseling, housing arrangements, and
sometimes academic advantages. It was common for students
in such programs to be given a "no-cut contact" for the first
year or two. During this time he or she would not be suspended
for academic reasons. Usnally, the director of the program,
another staff member, and a member of the Student Personnel
Office evaluated the progress of the student to determine- his
status.

While the college could not meet all .of the student's,
personal and social needs, it provided-the means by which stu-
dents could adjust to the campus with a minimal amount of
difficulty. More and more black faculty were recruited to help
provide a sense of community. In addition, funds were made
available to Students to establish cultural programs. The most
popular activity on the campuses'was the Black/Afro-American
History Week. Most institutions with a sizable blaek student
population had some form of Black History Week.

The administration, student government, anti univer-
sity programming bodies poured thousands of dollars into these
programs. Black scholars, intellectuals, poets, artists, and enter-
tainers were brought to the campus. Agencies specializing in
Afro-American talent sprang up in almost every major city. in
the country. All of the work and preparations resulted in a
program that made a unique contribution lo the institution as a
whole, Often, a successful Afro-American History Week was
eneugh of a "shot in the arm" to a frustrated black student to
help him complete another 'year of study.

Another agency which appeared on the campuses was
the Afro-American/Black Cultural Comer. The center was
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usually an old building given to the students after considerable
renovations. The University often made a modest financial con-
tributiun tu keep the facility operable. These centers were
usually culturally nationalistic as well as politically concerned.
The students ustially adopted the views of strong cultural
figures as Imamu Baraka, or they endorsed political activists
suCh as Huey P. Newton, The main function and possibly its
ultimate-raison d'etre was lo provide a place where students
could come together. The Center was the one place where
black students could count on seeing other black students.

Curricular changes were also made to accommodate
the black student, Black Studies Departments. as well as major
and minor cuncentrations in Black Studies, were developed for
interested students. Departmental curriculum committees
perused their curricula in order to determine where changes to
accommodate the black experience could be made. Over the
objections of some, courses sprang up dealing with the black
man and his contribution to society. Black scholars were
brought to campus as visiting lecturers, for departmental collo-
quia, and-in some cases for one year appointments.

In -short, there was, in most cases, an attempt to make
the campus community more sensitive to the black experience.
However, this was too often done with little thought or sub-
stance and, as a result, it was destined to be ineffective, Black
faculty and students and white faculty and administraters soon
became concerned with the lack of substance in many of the
programs, and began to demand that changes be made to alter
the direction .of the programs.

Many faculty arid administrators became disillusioned
with the flexibility of the admissions program as it related to
black students. A serious question emerged as to whether or
not the institution was doing harm to black.students by enroll-
ing them if they lacked the basic high school background. Some
institutions that were able to attract large numbers of students
in September were suspending an even larger number in May.
Black students themselves began to question the -revolving
door" practices at their institutions.

The inability and, in some cases, a lack of desire to ac-
cept a -foreign- social environment, made life unbearably hard
for black students. In addition- to frequent racial misunder-
standings, the students often found it absolutely necessary to
segregate themselves from their fellow white students. Black
Student Organizations were formed on virtually every campus.-

In addition to black organizations, certain other devel-
opments took place. All-,black dormitories, wings of dormito-
ries, floors, lounges, dining hall tables, etc., came into being.
Black students turned inward and began to cling to each other
for support. Initially, these segregated arrangements were ac.
cepted, but after HEW, the NAACP, and the ACLU began to
question these practices, many were eliminated as institu-
tionally-supported activities.

The importance of financial aid has already been men-
tioned. However, when- federal and state coffers began to "run
dry,'' it had a severe effect on the black student. The economic
woes of the ear4r 1970s had the result of removing college from
the realm of possibility for many black students. Scholarships
were limited, demands became louder for tuition increases at
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publicly supported institutions, anti loans replaced grants us
the major source of financial assistance. Where students had
been given three years of aid and one year of loan, the situation
reversed itself. Federal funding which helped initiate so many
of the programs responsible for supporting black. students
became more and more uncertain until many of the programs
were eliminated or reduced to such a puint that they no longer
served the students' needs.

While more black students are going on to college than
ever before, it is no secret that many predominantly white in-
stitutions have cut hack to a near token admission of black stu-
dents. In the Northeast, in particular, institutions that used to
boast large numbers of black students admit that black student
enrollment has fallen off drastically. One major Northeastern
institution that had been attracting more than 200 black stu-
dents a year for the past 4 years, admitted only 68 black stn.
dents this year. all of whom were in the special program.
Reports seem to indicate that this is happening-on many pre-
dominantly white campuses. If there is a trend, and it con-
tinues, what will happen to the black presence on these cam-
puses?

The Future
Ordinarily one might surmise that black students might

return to the traditionally black campus. Although the
desirability of this could be subject to question, it would appear
that many of these institutions may not survive to offer black
students this option. There is good reason to believe that the
next three to .five years will see some drastic changes it the
number of traditionally black institutions that survive.

It Would appear that those individuals involved in in.
stitutional research and planning must certainly help answer
the question of what will be the postsecondary ethicational fate
of black Americans. If the black college is being threatened
with the possibility of dissolution, and financial resources are
no longer available on the predeminantly white campus to sup-
port larger numbers of black students, how can we he sure that
black Americans-will have an opportunity to get an education?
What kind of planning needs to take place at the state level? Is
there sufficient histerical, political. social, and economic
justification to warrant state support of black colleges and
universities? Are / there sufficient data available to justif
federal financing of higher educational enterprises for poth
black youngsters? "Should institutional researchers at
historically black institutions lead the movement to gather data
on the above questions?

What is being suggested here is that the educational
future for black Americans looks.very uncertain. It should not
and cannot be left to chance. The contribution that blacks-have
made, and can continue to make, ought to preclude any likeli-
hood that large numbers will be excluded from thv educational
arena. The education of the people who make up more than

. 12% of the population is a serious problem. It should be of con-
cern to all who all; interested in the well-being of the nation.
Careful reseatch and planning on a local, state, and federal
scope will allow the best and most 'prudent- decisions to be
made. ..
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Calloway, A. integratiorOn-reverse going from black to black and white. College and University Business, 1972, 52, 59-61.

Carnegie Commission on Higher Education. From ist- lation to mainstream. New York: McGraw-Hill, 1971.

Johnson, T. The black college as system, Daedalus, 1971, 100; 798-811.

Logan, R. Howard University 1867-7967. New York: New York University Press, 1969.
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ALUMNI FOLLOW-UP STUDY OF SEVENTEEN TRADITIONALLY BLACKINSTITUTIONS

In today's modern society educatien and technological
training are the t6ols needed to secure preferred occupations
and new careers. It is the responsibility ef institutions of higher
education to prepare its students for these opportunities. Black
institutions have been labeled with an additional underlying
responsibility of preparing the so-called culturally, and finan-
cially deprived student to compete on an equal basis with other
American graduates. HoW well black institutions have
achieved this goal is a question' which this study will explore.
Specifically, hew well have 17 selected black colleges and .

universities prepared their graduates to become pi-eductive
participants in our society?

Indubitably, one of the most importantsources_ofThfor-
Lmation pertaining to measuring the effectiveness of an ifistitu-
tiOns overall program is its graduates. No one has said this
more succinctly. than M. S. McLean in his observation concern-
ing graduates of Ainerican colleges and univarsities:

The alumni and ex-students ard our pro&
los. Only from them can we learn.what they got
from us, what we did to and for them that was
right, wrong, of consequences, of inconsequences,
fruitful and wasteful. Only.by learning these can
we reshape the program of higher education in

.2 America so that it may function, he effective and
win continued support. Only then can we learn
what to cut and what to put into the future ones,

in light of these comnfents one begins to understand the
.underlying importance of.knowing what an institution's gradu-
ates are doing. The kntledge of succes pr failure of an institu-
tion's graduates in soc ely should have dluiee an impact on its
present and future proghms.

Finally, one should be concerned with the everall
effects of the present economic and seCial conditions upon
black college graduates. In 1063 Mayhew (1963) showed that
the college student in the '30s was conditioned by the facts of a
depresSion and the technological conditions of that period, Col-
lege studentsM the '40s wordconditioned by facts a! war while
those in the '50s were conditioned by social affluence. In view
of these changing conditions; the question that can tir raised is:
"To what extent have the events of the 'ens and '70s affected
black college graduates?" especially since these graduates are
likely to have participated in efforts to close the gap between
professed equelitarian principles and discriminiition practices.
It becomes appamnt that the literature to dale does not report
any follow-up studies which answer the above question. Thus,
the need for more information pertaining to black college grad-
uates is obvioua,
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Purpose of the Study
This study is designed to explore the extent to which

"developing institutions" of higher education are preparing
their graduates to accomplish their occupational and educa-
tional goals.

The ebiectives of 'The study are as follows:
1. To determine the relationship between present oc-.

cupation and educational preparation;
2. To explore graduates'. attitudes toward, collegiate

experiences in terms of: (a) opportunities for social
growth development, and (b) opportunities for in-
tellectual growth and development;

3. To search for factork relating to the obtaining of
present employment;

4. To determine the educational and professional
goals of graduates;

5. To determine the degree of financial and alumni
support by graduates to their alma mater;

6. TO investigate the extent to which graduates have
pursued additional formal education; and

7. To determine the degree of community involvement
of graduates.

Review of Literature
Black colleges and universities publish or report few

studies pertaining fo the post-collegiate activities of graduates
even though ttiey provide higher education for more than half
of all black college students. -However sparse the research
literature is on black graduates, the studies that have been
published appear to accurately rotlect black graduates' social'
and economic characteristics.

The earliest national survey of black graduates was
conducted by Charles S. Johnson in 1938. The purpose of
Johnson's study was fourfold;

. . (ii) to ascerfaie the number, distribu-
tion and occupational _adjustment of the Negro
graduates of colleges, professional and vocational
schools; (b) to provide an analysis of somn of the
important social Tutors determining the present
number and status of these graduates; (c) to test by
sudh means as appear valid and sound the value in
terms of higher education of this group; (d) to lay a
factual basis for the further study and planning of
programs of advanced education with name
reference to the social (ailment problems which
continue to he a part of Negro life.

Johnson's conclasion, which is contained in his book
Negro College Credo au, was:



. that education should aid the student
to adjust to two worlds . . . the world of Negroes
and the world of the dominant culture. Their
education should begin with what is real and then
extend' to the outside world.

Johnson also indicated that Negro students shculd be
taught the value of cooperative action in things social as well as
economic.

Another study including a token number of black grad-
uates was conducted by the United Slates Office of Education
on the Economic Status of Alumni in 1939 (Bulletin 1937, No.
10, United States Department of interior, Office of Education ) .
Howard University was the only traditionally blaCk institution
represented in this study of more than 46,000 college graduates
with bachelor degrees from 31 colleges and uniVersities. QUes-
tionnaires were returned from ,659 Howard respondents,
representing 46% of the Howard graduates. Of Howard
Univeraity's graduates 49% said they were teaching. Law,
,medicine, and dentistry were occupations next in order. Seven
percent were engaged in individual business or professions

.and 3% were engaged in partnership businesses. Thp salary
. range for the period surveyed was from slightly less than $400

to $4,099 per year. The median salaries were $1,298 for 1.-len
and $1.999 for women.

Time nagazine sponsored studies of college graduat s
during 4947-48. The survey was composed of 9,064 gradual, s
and 1.037 colleges and universities. These data were analyzed
and later published in a book called They Went to College by
Havermann and West in 1952. The total number of black re-
spondents in the study was 102. Of this number, 613% were
school teachers as compared to 29% of all white graduates.
Less than one-fourth of them had jobs in business. Six percent
were doctors, dentists, or lawyers. While nearly two-thirds of
the blacks were ia the under $3,000 salary bracket; less than a
third of the white graduates fell-into this category; and nearly
one-third of the white graduates earned $5,000 or more. Only
5% of the blacks had managed to earn salaries of $5,000 or
more when the sbrvey was taken. The authors attributed the
unequal pay scale and occupational trend to two factors: (a)
blacks did not secure the same kinds of jobs; (b) equal pay for
equal work was not a reality. Despite these findings G8% of the
black college graduates were satisfied with their college ex-
periences and would return to their-alma mater if they had to
start over again.

Collins (1957) found 85% of the 200 graduates involved
in his study engaged in the leaching profession and 87.5% of
the graduates indicated a:desire to stay in the teaching profes-
sion. Collins' investigation focused on determining the motives
which caused these graduates to enter the profession in which
they were engaged. determining the amount of securiry the job
offered, discovering how long the graduates planned to stay in
this work. and dficovering what influenced them in making
their decision.

Thompson's follow-up study (1960) of Jackson State
College graduates during the years 1944-1953 was composed of
306 black graduates. The purpose of the study was to secure in-
formation concerning:

(1) the occupational opportunities and eConornic
status of the Jackson State College graduates;

(2) the nature and extent of their professional and
personal growth;

(3) the nature and extent of their participation in com-
munity and leisure time activities;

Fruit I rind Faulk

(4) the respondents appraisals of their colleg educa-
tion; and

(5) the implications of the findings for the teacher
education program at Jackson Slate College.

Of the respondents 90% were men and 10% were
women. The- investigator found significant gains of first jolis
and beginning salaries were characteristic of the rising level
of occupational and economic status of the alumni. In 1958 ihe
median salary for men employed in Mississippi was $3,479.50
and for women '$3,059.50; for men employed outside of the
state $5,599.50 and for women $4,709,50; Cenerally, graduates
who migrated to other states were making better salaries than
those who remained in Mississippi. Most of the Jackson State
Colfege graduates were in educational occupations and
seemed to have achieved a sense of job satisfaction.

Although more than half of the,graduates appeared to
be limited in economic, social, and educational opportunities,
more black graduates were active in religious, welfare
organizations, and professional affairs than was true for other
groups studied. In addition. 75% of the alumni had completed
further study beyond the undergraduate degree. Specifically, 7
persons had earned additional bachelor degrees, 48 the
Masters degree, 23 with additional training beyond the Masters
degree, and 3 the doctoral degree.

A study of 98 black college graduates dealing with an
evaluation of Lane College's Business Education program was
conducted by Clay in 1969. Clay's (1969) study focused on pro-
viding the college with information regarding the attitudes and
achievements of the 1955-1967 Business Education graduates;
eValuating the effectiveness of the program in Business Educa-
tion and in determining,possible additions and/or deletions in
course offerings; and in determining contact between
1955-1967 Business Education graduates and the Department
of Business Education and Line College.

The investigator found 76.7% of the graduates
employed in educational occupations. The remaining 11.6%
were employed in some type of management or secretarial
position. All of the graduates employed needed a college'
degree in order to secure their positions.

Since the locus of the study was on improving the Busi-
ness Education program. Clay coneluded that the.Principles of
Accounting course was very useful to Lane graduates, while
Business Law had little or no value. In addition, he indicated
the need for expanded course offerings which would include

. in office machines, business english, and data process-
,: uch courses as mathematics, speech, and statistics would
also be Offered for Business majors. The survey also indicated
that slightly more than half of the graduates had given some fi-
nancial support to the college.

Sample
During ihe planning of this undertaking one of our

amount concerns was the sample size. In reading some of
ti background materials it becarne apparent that any attempt

,Iform a study of this magnitude or of this type would pre-
sent a multitude of prnblems. At this point we are using a sam-
ple of 1,000 respondents from 1970 to 1974 in 17 traditionally
black institutions. We hir.:e other data from additional institu-
tions that we will use in our final report.

While survey research relies heavily on use of self-ad-
ministered mail questionnaires, a continuing problem has been
ttiat of obtaining a high rate of return. Various techniques have
been recommended including incentives to respondents,
aspects of questionnaire design. systematic re--mailings, and
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use of different mail procedures. It( an and Astin (1974) ex-
perimented with 14 different mailing techniques. The variables
th4 examined were: non-profit postage vs. first class postage
on the outgoing envelope'. window envelopes vs. matched in-
sertion or questionnaires: postal card reminders vs. live stamps
on the return envelope:rand three types of non-profit permits.

These gentlemen fount! that the cheapest was hest.
Consequently. we have decided to use non-profit outgoing
postage and business reply returns or stamps. If we encounter
problems with non-delivery. we then will remit those particu-
lar instruments first class, :here will also be,a second wave
questionnaire mailed to our hard core non-respondents. This
technique has been proven significantly more effective than
follow-up postal cards and various other types of non-profit
.postage reminders. While we will be putting forth an immense
effort to complete this project within the designated time frame,
we are not too optimistic and will continue for as long as
necessary to assure that 11.;:. endeavor makes a meaningful con-
tribution to our institutions.

Instrument
The instrument was developed trom a series of instru-

ments on alumni followup, Since our major.concern in this in-
stanee was to attempt to ascertain the extent to which our in-
stitutions were preparing students in their chosen fields, we
used a high percentage of related items. Questions pertaining
to major fields, types of degrees awarded, professional or
graduate school attendance, type of position held, salary, etc.
were used.

We were also concerned with the way alumni felt
,about the overall institutional environment and educational ex-
perience. The questions drawn from other instruments taped
such things as feelings about social and cultural development,
the intellectuality of the environment, and the stress of the en-
vironment.

The instrument also attempted to ascertain the degree
to Which the institution assisted its alumni in finding employ-
ment. There were also a few less,significant parameters to look
at, i.e.. job satisfaction, salary, tipe of job, and whether or not
that job is in the person's area of preparation.

The last area of concern was alumni involvement. Here
we attempted to ascertain the extent to which alumni make fi-
nancial contributions to their alma maters, the extent to which
they participate in their local alumni organization. and the ex-
tent to which they participate in the activities of their national
alumni organization.

Analysis of Data
Data was analyzed both aggregately and by years to at-

itempt to find trends developing. Particular techniques of data
analysis used in this study vary according to the specificity and
nature of the questions being explored. Where relationships
between two variables are specific (i.e. level of education and
income), simple tests of association between variables can be
used.

As stated earlier, one of the primary goals of this study
was to determine the extent to which black students were mov-
ing away from the traditional teacher education and socia !
science areas into the more non-traditional science, math and
business oriented areas. In the past the opportunities for blacks
in these non-traditional areas have been limited which is the
primary factor that has mitigated against large numbers 'Of
blacks moving into these areas. However, the findings here
show that over a 5-year period there has been a 10% reduction
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in the !miter of students in the 17 tratiltionally black institu-
nuns surveyed in the field of teacher education and social
science.

However:, the greatest pertion of students lost were
shown to be moving into the areas ofline arts and humanities
(6% ). while the others (4% ) were split among science, math
anti husiness-oriented fields, These findings seem to show that
students are not fits:king to those areas that are "opening up to
blacks,- but they are gradually moving out of the education-
oriented areas. The percentages fluctuate quite a bit from 1971
to 1973 (69% , 65% , 69.5% ). so I cannot go so far as to say there
has been a major trend established. But I do think I can safely
say there is a trend of some minor degree in sight. Although I
think we place too much emphasis on trends and, when there
is a deviation from that trend, we find that we are not prepared
to make the necessary adjustments_ Some consideration must
he given to trends even if they are at a relatively insignificant
level. In this case I think we must consider the fact that teacher
training is losing its sex appeal as a result of job scarcity. This,
has been the case all over the country for quite sometime. but '
black institutions have just begun to feel the impact in the last
eight to nine years,

In looking at the f ields that are most frequently chosen
as minors, we find that education is still leading hy a large
margin. However, the margin is decreasing significantly. The
percentages of students minoring in education and sociology
decreased from 46% in 1970 to 43% in 1971 and 1972, lo 34%
in 1973 and finally tO 27% in 1974. These students did not
seem to be shifting into other areas hut were not selecting any
minors at all which is an indication of either a change in re-
quirements and/or attitudes:,There was a small increase in stu-
dents minoring in fine arts and music, from 3.6% in 1970 to 4%
in 1971, to 5% in 1972, to 6,25 in 1973 and 1974. There was an
increase in science and math in the last three years after a
substantial decrease in 1971, which only brought it back to
where it was in 1970. This, area went from 11% in 1970 to
5.5% in 1971, to 8% in 1072. to 9,5% in 1973, to 12% itv 1974.
The, area of business and economics went from 3% -in 1970, to
7% in 1971, to 11% in 1972,-back to 5% in 1973, and to 8% in
1974. The areas of psychology and counseling went from 4%
in 1970 to 2.1% in 1971, to 1.5% in 1972, to 3% in 1973 and
74.

The data do not indiote what one would expect to see
with exception of the decrease in the percentages of students
minoring in education and sOcial science oriented fields. The
only other fields that show sorne established trends are'arts,
humanities, and music_ Students seem less than enthusiaStic
about the other areas that are"-opcning up to black graduates.-
There are a wide range of implications here. Number one,
there has been a 10% decreage in education,majors in the last 4
'years with only 1% accounted for in otherf ields. The question,
then, becomes what happened to the other ? It is our
speculation that they are moving to other institutions that have
better reputations in the other specific areas.

Assessment of overall college experience (i.e., cultural,
social, intellectual) was the :next area of importance to the
researchers. There was an obvious trend --developing at the

ihighest level of our scale. In 1970 13% of our respondents felt
their overall college experience was excellent. This figure
decreased to 11% in 1971, 8% in 1972, 9% in 1973, and 6% in
1974. This is seemingly the case all over the country. There is a
disenchantment with the edticational experience to the extent
ttiat no one feels that it deserves an excellent rating for any-
thing. The other four responses showed no trends but were



extremely interesting. There was a significant difference be-
tween the above average and the below average response rate.
Alumni from 1970 to 1971 felt their institution provided them
with an above average (cultural, social, and intellectual) ex-
perience. There were only a few responses at the loweSt level
of the scale.

These three.experiences were broken down a lel asked
individually. The question of intellectual development followed
somewhat the same trend, but to a lesser degree; as the ques-
tion of overall college experience. The highest scale level began
at 15.5% in 1970, decreased io 14% in 1971, lo 9% in 1972; to
13% in 1973, and back to 9% in 1974. The highest rate of
response was at the midpoint of the scale and the next highest
rate was at thtiabove average end of the scale. Even though sig-
nificantly more, graduates felt they had had' above average in-
tellectual experiences on their campuses, the difference be-
tween the above and below average responses was not as
great as in our previous question.

The responses to social development were somewhat
different from our previeus questions. In 1970 the highest level
on the scale showed a 14.5% response rate, but j971 through
1974 the people who felt their institution provided them with
an excellent opportunity for social development hovered be-
tween 10 and 12% The highest rale of response was at the
mid-point on the scale, and there was no sigeificare difference
between the pereentages of graduates who felt that their ex-
perience was ahove average and those who felt their ex-
perience was below average in 1972, 1973, and 1974. The
difference between these two groups was flinch greater in,
1971.

The next variable was cultural development which
showed no trend on the highest levet of the scale. The percen-
tage of respondents who felt their opportunity for cultural
development was excellent was 16% in 1970. This number
dropped to 9% in 1971 and 1972, moved up to 10% in 1973,
and finished at 13% in,.1974. There was no significant
difference betiveen the group who felt their institution was
above average in cultural development and the groop who felt
their institution was below average from 1970 through 1972.
There was a difference between these two groups in 1973 and
1974, biii these differences were not statistically significant,

The next variable is concerned with a description of
the institutional climate, Those students feeling their campus
was intellectually and academically oriented went from 47% in
1970 to 44% in 1971, to a low of 31% in 1972, up to 39% in
197-3, back down to 33% in 1974. representing a decrease of 14
percentage paints ,between 1970 and 1974. This is an indication
that the institutional environment is making less of an intellec-
tual and academic impact on the students as the years progress.
This could be a result of a change in student attitudes or a
change in institutional attitude.

Students who felt their institution was vocational or job
oriented range from 21% in 1970 to g2% in 1971. to '24% in
1972, to 23% in 1973 and 1974. This did not fluctuate signifi-
cantly in the fourloar period. Those students feeling their in-
stitutional climate was collegiate or socially oriented range from
20% in 1970 to 23% in 1971, to 30% in 1972, to 27% in 1973. to
31% in 1974. There is an 11% difference between the years
1970 and 1974 which indicates a significant increase in the
number of students feeling their institution is collegiate or
socially oriented over this 4-year period. Those students feeling
their institutional climate was cultnrally oriented fluctuated be-
tween 4 and 11% over the 4-year period. There was no signifi-
cant deviation between 1970 and 1974. The percentages of stu-
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dents with these feelings were IV% for both year. s, and the
average was sorrunN here arouml 7.5% for the 4-year period.

Summary and ConclusionS
The data seem to show that students attending tradi-

tionally black institutions are moving out of the education and
social science oriented areas. The 10% decrease over the four -

years surveyed seMils tO represent a-pattern that is consistent in
all traditionally black institutions. However, we did not find-a
significant increase in the non-traditional areas (i.e. science,
math, and business), which leads us to speculate that these stu-
dents are leaving our institutious. In an earlier study done by
Blake, Lambert, and Martin (1974) at the institute for Services
to Education, a significant increase was found in degrees
granted in business and management between years 1966 and
1970, hut this figure seemed to stabilize at around 15 to 16%
during our survey period.

There was a significant decrease in the percentage of
students minoring in education and social science oriented
areas from 1970 to 1974. The other disciplines made no signifi-
cant changes during this period. It is believed that students are
not electing to minor in specific areas if it is not required; con-
sequently, a large number of these students do not have minor
areas as-such. On the variable assessment of overall college ex-
perience, there was a significant decrease in the percentage of
students feeling their experience was excellent. The majority
of the respondents felt that their institution fell somewhere be-
tween average and above average:Student assessment of the
institutions relative to opportunities for intellectual develop-
ment showed a slight increase in the below average feeling for
all four years and a slight decrease in the percentage of stu-
dents that felt their institution was average or above, but this
group still represented a sizable majority.

The average and above average group percentages fell
even lower on the variable assessment of opportunities for
social deyelopment. Conversely, the below average group per-
centages increased hy an average of five percentage 'points
overall. It is the feeling of the authors that this phenomenon is a
result of a more socially-oriented student' who has the feeling
that his institution should provide him with the opportunity to
be close to his fellow man in whatever ways that it can. For ex-
ample, some institutions are segregating students by Sex which
has long since been obsolete on most campuses.

For the last variable, climate that best describes your
college, the percentdge of students feeling their institution was
intellectually oracademically oriented fell 14 percentage points
over the 4-year span. Students feeling their institutions wen?.

..vocational or job preparatory averaged around 22% for the 4
years surveyed. The percentage of students feeling their in-
stitutions were collegiate or socially oriented increased by 11
percentage points over the 4 year span. The percentage of stu-
dents who felt their institutions were culturally oriented _began
at 8% in 1970 and finished at 8% in 1974 with the 3 years in
between averaging around 8%, The feeling in this instance is
that most of today's students are becoming more socially con-
scious- and, as a consequence, the institutional environment is
adapting to the mentalities of their clientele.

-

Because of the time and length restrictions,, all of our
results could not be included in this report. There will be a
comprehensive report published at a later date.

2 1 207



ALUMNI FOLLOW-UP

Blake, E., Ir., Lambert, LI., Martin, I.L Degrees granted and enrollment trends in historically black col An eight-year study. Washington,D.C.: Institute for Services to Education, 1974,

Clay, B, A follow-up study of the 1955-1967 business education graduates of Lane College. Unpublished masters thesis, University of Ten1969,

Collins, W. A follow-up study of two hundred graduates of Houst n-Tillos on College in the Austin area Unpublished field study report, CornellUniversity, Ithaca, New York, 1957.

Havemann, E, & West, P. They went to college. New York: Harcourt, Brace & Company, 1952.

lohnson, CS. Negrn college graduates. New York: Negro Universities Press, 1938.

Mayhew, LB. Student follow-up studies: A research design. The Role of institutional Research in Planning Office of Institutional Studies, TheLii:versity of Wisconsin, 1963.

Rossman, I.E., & Agin, W.A. Co ffectiveriess of differential techniques for mail questionnaires. Research in Higher Education, 1974, 2 (3),273-279.

Stewart J.H. A follow-up study of the graduates of four selected black colleges. 1 17-1971 npuhlishod masters thesis, Ohio State University,1973.

Thompson, C The lackson State Col ege graduates in American society: A follow-up study pf 366 gradua 1 4-1953. Unpublished doctoraldissertation, Cornell University, 1960.

208 2 '2, 2



WHAT WE KNOW ABOUT EDUCATIONAL PRODUCTIVITY

Productivity, like efficiency, is measured as the value
of effects, or outcomes, relative to the'value of capital resources
and other factors, or inPuts, employed in a process. There is a
common misconception that measurement of productivity in
purely physical terms yields information sufficient for optimal
resource allocation. A more useful correct definition of
measured productivity is the ratio, not between physical out-
comes'and physical inputs, but between valued outcomes and
valued inputs. The notion of value is crucial; there is no valid
way of making comparisons among alternate processes without
expressing all of the elements in terms of a common measure of
value (Knight, 1968; p. 7).

The Economics of Higher Education
Some activities in higher educationfor example,

remedial English or clinical tutorials in neurosurgeryare ob-
viously productive. Othersin which inputs are expensive
while outcomes are almost worthless, e.g., have little relevance
to student needs or societal requirementsare obviously
unproductive (Toombs, 1973, p. 12). Most of the complex ac-
tivities can be elucidated through application of the principles
and techniques of economics.

Economics is Me branch of social science which studies
how men and society choose to employ scarce resources to pro-
duce tangible and intangible goods and services for consump-
tion now arid in the future. Economics is also the -branch of
moral philosophy which addresses the following and related
questions: (a) How mudh of man's goods and services should
be devoted to immediate consumption and how much should
be invested to increase future consumption? (b) How much
should be invested in the production of physical capital and
how much in huMan capital? (c) How much in health and how
much in education? (d) How much in elementary education;
how ,much in higher education? (e) How much channeled
through student financial aids; and how much granted directly
to institutions? (f) How much in discovery through research;
how much in dissemination through instruction and-public ser-
vice? (g) How much in English programs; how much in
biology? (h) How much in supplies; how much in faculty sal-
aries? (i) How much in lectures and demonstrations; how
much in personal experimentation? (j) How much in natural
field work; how much in controlled laboratories? (k) How
much in technician-guided labs; how much in auto-tutorial
labs?

.. The unitary concept. In a feee, informed, and equita-
ble society the ideal answer to all of these questicns, and to all
of the thousands of related questions, is the same. Goods and
services should be withheld from immediate consumption and
invested in the various processes which prodube goods and ser-
vices for future consumption until the values of the outcomes'of
all the processes are the same, and equal to the value of MI-
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mediate consumption. Accountability to assure that outcomes
are worth the cost is a necessary but insufficient condition; the
value of outcomes should-exceed the value of inputs enough to
warrant foregoing immediate consumption. The relative values
of immediate consuMption and diverse investments to produce
more for future consumption are easily interrelated and com-
muniCated to persons who have very limited understanding of
the various processes in terms of the annual rate of return_on
investment. The equitable and efficient ideal is promoted
through application of the decision rule that investment.; in any
alternative should be increased if the rate of return i nigher,
maintained if the rate is the same, and decreased if the rate is
lower, than the interest rate on borrowing the funds to buy the
goods and services which constitute the inputs.

Higher education and economic growth. Ret:earch, as
a firmly established and integral processin higher education,
has prestige and is influential in attracting input resources. II
discovers, creates, invents, develops, and innovates inforrea-
tion which contributes to economic-grow:1i under the proxy of
technological change. It is presumed to be, neither capital nor
labor but may be substituted for either Or both. The outcomes of
research are new ideas, concepts, models, and theories often
insufficiently specific to be patented and usually put into the
public domain through publication in scholarly journals and
through embodiment in students (Schultz, 1971).

Many of the outcomes of research and concomitant
educational activities can be evaluated in terms of their con-
tributions to economic growth. Such evaluations were under-
taken during the 1950s when it was found that measurement of
the conventional inputs, of man-hours worked and physical
capital expended, left about one-half of the economic growth of
the United Stales during the twentieth century unexplained.
Edward F. Denison identified the relative level of contribution
of'each of three sources of economic growth during the period
1929-1957 as: educational attainment 23% , advance of
knowledge .3% . He and others estimated the contribution of
the increase in educational attainment to economic growth for
the period 1950-1962 at 16% while for the period 1948-1965
the propertion of economic growth attributable to educational
altainmeht was estimated at 10% (Hansen & Witirmr, 1972, p.
26). Although these successively smaller values provide a cau-
tionary note, the production of these outcomes of higher educa-
tion is an important subject of continuing study because it deals
with social and external effects, the benefits of which are not
capturable by private persons, and which, consequently, form
the basis of instituOonalized higher education's claim for direct
public support us opposed to public support channeled through
students.

Investment in Human Capital (1971) is the title of
Schultz's presidential address to the American Economic

223

209



EDUCATIONAL PRODUCTIVITY

Association which marks the beginning of a surge of interest in
the topic. Although the human capital concept dates back at
least to 1667 anti William Petty, the fathei of modern
economics, it got little attention prior to 1960 (Kiker, 1966, p.
482). Since then the volume of research in the economics of
human investment, investment in education, and investment in
higher education has grown dramatically, .

Investment in human capital takes place when
resources are diverted from immediate consumption to invest-
ment in the processes which augment health, knowledge, skill.
motivation, location (geographically, and vis-a-vis particular
jobs), and other characteristics of people which implove
human productivity. The procedure is analogous to. and com-
petitive with, investment in iThysical capital, such as plant and
machinery, except that the people in whom human capital is
embodied participate in the investment decisionsby choosing
colleges, majors. on-the-job training programs, apprentice-
ships, night schools, television offerings, newspapers, books.
public lectures. theatre productions films, and the other ac-
tivities which increase their productive potential.

The definitive work on investment in college education
was published by Becker in 1964 and has since been extended
by 'him and others to cover the whole range of education
(Witmer, 1970, p. 517). The highest annual rates of rettirn are
generally realized on investments in elementary education at
about 17%; investments in high school. technical school, and
college education follow at about 13%; returns to junior col-
leges follow at about 11%; while graduate education at about
0% lags behind (Witmer. 1971b, p. 3). Although there is great
variability according to major programs of study, sex, region of
the United States, and race, the rate of return on' investment in
college education has been rather constant for the past 80 years
at a level highly compeelive with the 10% return to investment
in other public and pri;fate enterprises. Researchers In the
economics of educatine are now turning their attention to the
effects of channeling funds through students to reduce inequi-
ties, and to the utility of higher education as a-credentialing
agency.

Valuing input& Higher education inputs are usually
considered in three categories; operating factors (personnel,
supplies, and services); physical plant capital (buildings and
grounds): and student time and effort. Operating factors are
valued at the pUrchase cost which has been recorded in college
and university records and accounts dating almost from the
founding of the most ancient institution of higher learning in
Europe at Salerno. Physical plant capital has been valued in
thrrns of an inputed annual share of the long term expenditures
made to acquire and maintain buildings and grounds. Records
of costs of colleges and universities have been siiimmarized
and maintained by. the U.S. Office of Education since 1870.
Cost studies have been made since 1894 (Witmer,-1972, pp.
99-107). Contemporary efforts to d,ivelop cost accounting prin-
ciples and procedures are concentrated in the National Center
for Higher Education Management Systems (NCHEMS) at the
Westhrn Interstate Commission for Higher Education (Top-
ping, 1974; johnson & Huff, 1974; Lindner, Aarstad, &Lo(hers.
1973).

In comparative studies of investment opportunitie stu-
dent time and effort are valued at the opportunity cost of earn-
ings foregone. Actual earnings while attending college are
subtracted from what can be earned by other persons with col-
lege students' ability and education. The value of student time
and effort amounts to from 45% to 65% of the total cost of in-
puts for college education.
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As John Stuart Mill recognized a century ago, higher
education is sought as a gooil for ils own immediate sake as
well as an investment for future returns. In recognition of joys
which.flow from being in the presence of culture, and other im-
mediate benefits, a consumption component of 20% to 30% of
the total cost is separated from the component properly assign-
able to investment, before rates of return are calculated
(Wilmer, 1972, pp. 114-116).

College operating costs per student, which from 1953 to
1970 had been increasing at annual rates of 3.5% to 8.6% while
the consumer price index had been increasing at minuet rates
of 1.3% la 4,7% , are now growing more slowly than the rate of
general price inflation (Kerr. 1972). The predominant college
costsalaries and wages -will probably not keep up with the
rate of inflation during the years immediately ahead, because of
factors such as (a) the oversupply of qualified faculty and staff.
(b) the slow pace of facolty movement toward collective
bargaining, and (c) the reluctance of colleges to hire additional

Tersonnel in the face of the forthcoming decline in traditional
college-age population. Increases in the costs of other inputs
will probably not exceed the rate of general price inflation, At
most colleges enrollments will grow at a decreasing rate, at
least through 1978. and probably through 1985. The net effect
af these events may be a relative decline in expenditures per
student which may induce complacency. Beyond 1985 dean-
ing student'enrollments, collective bargaining, the high yie;ds
of progressive tax systems which provide support for many
public institutions, and the discovery that growing levels of dis-
posable personal income yield unprecedented gift and tuition
funds for private institutions will probably conveige to promote
rapidly increasing rates of expenditure and reestablish the
understanding that continuing attention to the costs of college
inputs is important.

Valuing.outcomes. Hundreds of studies during the.
past 70 years have yielded only limited evidence that the out-
comes of college experiences differ importantly from those of
the noncollege experiences of analogous persons. College ellen-
ders are evidently different from nonattenuers before they
enter college and almost all of the characteristics of college
graduates are attributablo- to callSes precedent to and outside
of the classroom. Most prominent among the few demonstra-
ble outcomes of higher education are: .(a) preparation fpr voca-
tions not generally open to the less educated, (b) the substan-
tially greater productivity associated therewith, and (c). con-
comitant higher earnings (Cope. Hartnett. & Witmer. 1974).

The many student-embodied outcomes', of higher
education are valued simultaneously in terms of differential
earnings evidenced in data collected in alumni studies by col-
leges and in current population surveys by the U.S. Bureau of
Labor Statistics. These cross-sectional data describing earnings
of groups of people with different levels of education are con-
verted to a longitudinal basis and adjusted upward to reflect

,observed increases in the earnings' rate due to inflation and
economic growth. Adjustments for differential rates of income
taxation, mortality, morbidity, and unemployment are incorpor-
ated (Ekhaus, 1973).The difference in earning ascribable to
schooling is then, separated from that due to native ability,
motivation, family socio-economic status, and restrictionism by
reducing the total by 10% to 30% (Hause, 1972, p. 131;
Crilkhes & Mason, 1972, p. 99).

One cannot, of course, merely subtract the sum of costs
from the sum of earnings for each expected year of life becauSe
the value of earnings at a given level during the early years
following departure from school greatly exceeds the value of



equal earnings later in life. As final step, therefore, the values
of both inputs and outcomes n! discounted at appropriate rates
to a common date for the calculation of rates of return (Witmer,
197 ia).

Bismarck reportedly complained, -There re ten times
as many.people educated for the higher walks in Germany as
there are positions to fill,'" Since his time many persons, includ-
ing prominent economists and educators, have predicted that
increasing levels of investment in higher education will result
in widespread unemployment of college graduates, kind pre-
cipitous declines in the value of higher education outcomes.
Data from the U.S. Bureau of Labor Statistics indieate that,
despite unprecedented increases in college entnIlments and in
the number of college graduates, for persons 18 to 34 years old
the unemployment rate of high school dropouts in 1972 was
13% and the unemployment rale of high school graduates was
8% in marked contrast with the 5% rate of unemployment of
college graduates (Shiskin & others, 1973, p, 137). In the long
run differences in unemployment levels will probably shift
further in favor of college graduates as the transition to univer-
sal higher education for all qualified students is completed and
the college degree becomes a credential required at the
threshold of good employment (Witmer, 1970. p. 515).

Opportunities for Improving Productivity in Higher
Education

Despite past successes, and good prospects for the long
run, colleges must continue to give serious attention to produc-
tivity during thu 20 years just ahead, In tife absence of sub-
sIantial, well-executed adjustments, the impending declines in
the traditional college-age population could contribute to sub-
stantial increases in costs per student at about the same time
that the great ..umbers of recent graduates experience
difficulties in securing employment in positions to which they
aspire. Misunderstandings durieg this transitional period
could stimulate decisions of disastrous consequence to many
colleges and the students seeking access to them.

Fallacies. In the search for higher college productivity
the most delusive goal has been inc.eased quality of outcomes
from smaller classes and lower student faculty ratios. This
belief in small class superiority is an ancient bit of faith which
reportedly originated around the middle of the third century
B.C. when a rabbi established the following rule; "Twenty-five
students are to be enrolled in one class. If there -9re from twen-
ty-five lo forty. an assistant must be obtained. Above forty. two
teachers are to be engaged.- Yet hundreds of studies since the
turn of the century have turned up no evidence that lecturing to
70 students yields better outcomes than lecturing to 100. In-
deed, few faculty get better results with small classes in any
mode Of instruction (Milton, 1972). Furthermore, there is not
evidence in the market for college graduates that anyone recog-
nizes quality differentials related to student faculty ratios. Dur-
ing the 1900s student faculty ratios rose to 20:1 or above in at
least RO colleges and universities with no apparent adverse
tlect on quality (Behrens, 1972). As Milton concludes, what a

student knows is far more important than how many other stu-
dents learned it at the same time (p. 131).

Closely related to the small class fixation is the convic-
tion that adoption of particular instructional techniques will
yield superior .outcomes. Some itnaginative experimentation
with alternate organizations- of instruction Gould result in (a)
savings of faculty time, (b) reduced requirements for graduate
teaching assistants, (c) lower supply and equipment costs, and
(d) reductions in student laboratory hours, but the effects of
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prescribing particular teaching techniques n likely t-) be tri-
vial (bleath & Nielson. 1974, pp. 4113.4041. Dubin Taveggia
re-analyzed data from 91 iiperimental studies completed be-
tween 1924 and 1905 and concluded that leaching method aid
not make much difference in student learning (Milton, 1972,
pp. 21 & 22).

A third will-o'-the-wisp is the perfection, of match be-
tween stud J n t and institution, often expressed in terms of the
i:ollege environmental press which will challehge students
without discouraging them. Although a nue test of the theory
that students with particular characteristics achieve mostln in-
stitutions with particular characteristics would probably re-
quire the assignment of students to institutions .in violation of
the students' ancient freedom to choose, institutions have tried
to approach this theoretical ideal through selective admissions.
Research suggests, however, thlit superior students are no bet-
ter off in highly selective institutions than in less selective
ones; their intellectual development proceeds equally well in
either type of institution. Conversely, the few average-or
below-average students who manage to enter highly selective
colleges do not seem to become unduly intimidated or dis-
couraged, and their dropout rate is only slightly gr-eater than
that of typical bright students in such institutions. Chickering
went even further in summarizing the results of institutional
press: -The Best Colleges Have the Least Effect" (Smith, 1971,
pp.- 139 & 140). Th-e layer cake model of higher education in
which students with high academic aptitude are sent to the top
layer of institutions, students with little academeaptitude are
relegated to community colleges and vocational schools on the
bottom layer, and students with middling aptitude are allowed
to enter middle-level institutions is undoubtedly less pro-
ductive than the model of higher education in which students
freely enter the institutions which offer the programs they
wish to pursue.

On a seemingly more practical note many institutions of
higher education have pursued better physical plant utilization
through year around operation with almost no success. The tre-
mendous costs of constructing new academic buildings fade
when amortized, and become almost insignificant compared to
the faculty staffing costs of year around operation. Failure to
recognize these facts carried the University of Pittsburgh to the
edge of bankruptcy during the 1960s, The experience of the
University of California is well documented; When ii-full range
of courses was offered, costs were high; when course offerings
were reduced, students failed to enroll and costs per student
were extraordinarily high. In 1970. after years of experimenta-
tion, the university dropped year round operation "because it
cost too much" (Balderson, 1974, pp. 107-109).

Although there aro other notable failures-
-economies" in expenditure which result in even greater
declines in the value of outcomes, delayed maintenance of
physical plant which results in even larger expenditures later,
or legislatively prescribed instructional workloads for faculty at
the expense of research and public service outcomeswell
managed institutions have overcome entrancement with. most
of these will-o'-the-wisps while concentrating on genuine op-
portunities to improve productivity.

Shifts to high value progroms. Students for many
years have been demonstrating that there is as much or more
opportunity to improve college outcomes through shifts to high-
er value programs as there is opportunity to reduce the cost of
required resources. Indeed, this continuing modification in
program offerings is the predominant source of higher educa-
tion's high level of productivity relative to that of other private
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and public enterprises. As Bowen and O'Neill testify. cmis
have increased (dalderSon. 197. pp. 15H & 19(i); the values of
outcomes, however, have incroased as much or morel This
productivity promoting procms will continue as long as stu-
dents can choose programs and institutions. i.e., unless stu-
dents are compelled to Jute ad pa rticular institutions and re-
quired to pursue prescribed courses.

PhaSing out and closing down marginal programs,
departments, and institutions follow shifts in societal valuation
of outcomes expressed through siliftl in student demand. This _

free inarket process has operated :lir centuries and is only
slightly modified hy extraordinary attempts to sustain
geographic accessibility and local pride. Phase Outs have been
largely limited to the private sector during recent years but will
also take place 'in public higher education as improved
transportation and the shift in power from local governments to
state governments strengthens the hand of statewide planners.
The productivity of higher education in many states will un-
doubtedly be increased as limited resources are concentrated
in fewer institutions (while equitability of access declines).

Within institutions, however, the elimination of
. programs and departments does not necessarily lead to higher

productivity. Operating on a last in. first out basis, institutions
under financial pressure sometimes thoughtlessly eliminate the
new programs and young faculty On whom the destiny of the
whole institution depends, while protecting tenured faculty in
departments which are only marginally productive. Though
hnalogous departments, e.g., physics. in different colleges and
universities produce graduates who are qualitatively in-
distinguishable, the departmental costs per graduate may vary
by thousands of dollars. Thorough analysis and competent
planning can provide the basis for departmental consolidation.
college reorganization, and, where many institutions, are
governed by a single board, .the trpnser of tenured faculty to
places where they are needed and can be more productive.
Whether or not such changes are made depends on the adap-
tability of faculty and the quality of nianagernent, Meeth (1974,
pp. 96-98) concluded:

it is no longer possible to make categorical state-
ments that higher cost means greater effective-
ness. . . It is not so. A single college may spend
more and increase effectiveness or spend less
and . . . increase effectiveness. It can also spend
more and not affect effectiveness at all. This en-
tire study suggests that colleges are more likely to
spend more and not add to effectiveness than they
are to spend less and detract from effectiveness.

Time shortened degrees, which date from 1649 in this
country, when Harvard offered the three year baccalaureate,
represent another major opportunity to improve the productivi-
ty of higher education. Based on recognition of individual
differences in academic aptitude and acquired knowledge,
tinic shortened programs eliminate wasteful duplication for
able and experienced students. Early admissions, course com-
pression. concirrent enrollment, and other techniques fre-
quently result in time and other cost reductions of as much as

_25% while extending the productive lifetimes of graduates by a
year or more (Meinert. 1974), Alverno College in Milwaukee is
demonstrating that competency. whether acquired on or off
campus, can replace time in class as the measure of progress
toward a degree.

Externalizing higher education through internship,
correspondence, radio, television, library, and newspaper
study. which shifts major resPonsibility frominstructor to stn.
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dent, holds great promise of improving the productivity of high-
er education (Watson, 1975, p. 18). Time. location, and
progress flexibility have made external programs attractive to
millions of motivated, mature students since the work-study
concept was introduced by the University of Cincinnati in 1906
(Fowler, 1972; Lewis, 1974), Although American colleges and
universities have over 60 years of experience in external
programming, the outstanding contemporary model is the Brit-
i-.11 Open University which is operating at approximately one-
third the per student cost of traditional institutions. II is being
emulated by the University of Houston. Rutgers, the University
of Maryland. the Uhion for Experimenting Colleges and the
University of Mid-America in Iowa, Kansas, Missouri. and
Nebraska. and others (Mayeske 1974). External programs will
undoubtedly grow in importance as agents of equity ns well as
efficiency.

Consortia and external resources. Closely related to
external programming is the use. by tradithinal eolleges, of
resources located in neighboring institutions and in the sur-
rounding community. When survival is at stake, and under less
pressing circumstances, colleges and unive'rsities have dis-
covered that inter-institutional planning, purchasing, comput-
ing, food service, health service, housing, television, libraries,
insurance programs, auditing services, and even the joint ap-
pointment of administrators and teaching faculty can improve
productivity by reducing costs without sacrificing the quality of
outcomes..Oxford and Cambridge in Enrland; the Calremont
Colleges in California. and the Five Colleges in Massachusetts
are examples of consorting institutions. President Hruby (1973)
of Acquinas College provides a delightful description of at-
tempts to broker adjunct faculty and other community
resources to meet college and community needs. The Univer-
sity of Wisconsin-La Crosse sells academic computing to six
other institutions. .buys day care services from Western
WiSconsin Technical Institute. usex.adjunct faculty from local
clinics and hospitals, regionally plans academic programs as
part of the West Central Wisconsin Consortium, offers joint
courses with Viterbo College. programs off-campus courses
with the University of Wisconsin-Extension, participates in
large scale purchasing through the Wisconsin State Department
of Administratianand, under the Minnesota-Wisconsin Com-
pact, enrolls Minnegotp students in its programs while Wiscon-
sin students enroll in Programs at nearby Winona State College
in Minnesota. The impact'of any one inter-institutional project
is likely to be small; the cuthulative impact of sharing resources
can be great.

Faculty initiated curricular reform ranks much lower
as a productivity improving opportunity lhan the student-in-
duced shifts to higher value programs described above, not
because the effects on productivity are less dramatic but
because faculties almost never reform themselves. Behrens
(1972. pp. 41 & 42) has estimated that implementation of the
eclectic curriculum designed by Bowen and Douglass (1971)
would yield reductions of from 16 to 55% in direct costs of in-
struction in typical liberal arts colleges. Bowen and Douglass
(1971) estimated the relative costs of a number of different cur-
ricular plans for a hypothetical college roughly comparable to
Grinnell College or Pomona College:

Standard 1.00
Rum! .49
Mikan .96
Kieffer 1.16
Eclectic .80



If all of these plans are in usc, atleast experimentally, in many
colleges and if the quality of outcomes is neither imagined nor
perceived to lie different,' perhaps faculties will arrest the
mliferation of courses as an lternative to allowing their in-
stitutions to go out of existence and higher productivity will'
result.

Faculty augmentation and transformation, Faculty
are higher education's central. most valuable. and most expen-
sive resource. More productive use of faculty can be achievtsi
in various ways: first, by allocating faculty responsibilities in
accordance with special abilities: second, by using technicians,
faculty assistants, student advisors, tutors, evaluation
specialists, and other less costly support staff to perform less
demanding tasks; third, by providing audio-visual, television,
computer, library, and other academic support services to aug-
ment,faculty efforts in classes and laboratories: fourth, by de-
veloping faculty as learning facilitators.

An institution should demonstrate its commit-
ments to effective instruction . . standards and
the spreading of the gospel. . . 11..earning
facilitators should he appointml. and writing their
responsibilities for mobilizing their institution's
total instructional resources should be the concern
for the effective utilization of technology. Under
(heir auspices, information about instructicnal
technology should be maintained and made avail-
able to faculty memhers. They should arrange
training sessions for faculty members interested in
developing learning materials that utilize ad-
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v Lied media anti procedures. They should serve
as campus liaison with governments, foundations,
and other sources of financial support for tetroduc-
ing proinising innovations in the utilization of new
media and techniques. They should assume
responsibility for identifying effective uses of tech-
nology on campus and, when appropriate, for call-
ing it to the attention of the tqlal faculty and of
regional. national, or professional organizations
engaged in the development and distribution of
educational materials. (Carnegie. 1972. p. 50)

The accumulative effect of faculty augmeptation will be
actualization of the fourth revolution in education and the
transformation of the faculty from lecturers, demonstrators, dis-
cussion leaders, and laboratory supervisors to designers of
learning experiences.

Summary. The productivity of higher education is uder
the scrutiny of students, trustees, governors, and others who
evaluate outcomes relative to costs. They find that higher
education is more productive than other private and public en-
terprises and well worth the sacrifice of the immediate con-
sumption of other goods and services. The unresponsive and
poorly managed programs, departments, and institutions slip to
the margin, are phased down, arid are put out of existence. in-
stitutions which pschew investments in small classes, year
around operations, and other will-o'-the-wisps, while exploit-
ing productive opportunities which increase the value of stu-
dent-embodied competencies to create and produce, have sur-
vived and, during the last quarter of this century, will prosper.

Balderson, F.E. Managing today's university. San Erancisco. lossey-Bass, 1974.

Behrens,,A.J.W. Higher education with fewer teachers. Washington: Academy for Educational Development, 1972.

Bowen, H.R., & Douglass, G.K. Efficiency in liberal education New York: McGraw-Hill, 1971.

Carnegie Commission on I ligher Education. The fourth revolution New York: McGraw-Hill, 1972

Cope, R.G., Hartnett, R.T., &Witmer D.R. Proceedings of the s_minar on student based outcomes of higher education. La Cross-- The University
of Wisconsin, 1974.

Eckaus, R.S, Estimating the returns to education. Berkeley: The Carnegie Commission on Higher Education, 1973.

Fowler, W. Home study cbrrespondence courses. In K.J. McCaffrey & E. King (Eds.), College career choice. lowa City: American College Testing
Program,:1973,

Griliches, 7., & Mason, W.M. Education, income, and ability.. journal of Political Economy, 1972, 80 (3), 574-5103.

Hansen, W.L., & WMER, D.R. Economic benefits. In L Wilson, & 0. Mills, (Eds.),Universal higher education Washington: A erican Council on
Education, 1972.

Hause, J.C. Earnings profilel-Ability and schooling. fournal of Political Economy, 1972, 80 (3)5108-5138.

Heath, & Nielson, M.A. The research basis for performance-based teacher education," Review of Educational Research, 1974, 44 4)
463-484.

Hruby, N.J. A survival kit for invisible colleges. Washington: Academy for -Educational Development, 1971

Johnson, R.S., & Huff, R.A. I.E.P. cost study procedures Boulder: National Center for Higher education Management Systems at Western Inter-
state Commission for Higher Education, 1975.

Kerr, C, and other members of the came& Commission on Higher Education, The more effective use of resou ces, an imperative for higher
education. New York: McGraw-Hill, 1972.

227 213



EDUCATIONAL PRODUCTIVITY

Kiker, B.F. The historical roots of the concept of human capital. Journal of Political Economy, 1966, 74 481-499.

Knight, F. Social economic organization In
Winston, 1968,

1974.

Breit & H.M. HoCkman (EDS.), Readinp in microeconomics. New York: Holt, Rinehart, &

Eewis, C.A. Courses by-newspaper. In D V -rmilye (Ed.), Lifelong learners, a new clinetele for higher education San Francisco: lossey-Bass,

Eindher, K.E., Aarstad, A.R., & others. Cost data\and desCriptive information, University of Wisconsin-La Crosse _oulder National Center forHigher Education Management Systems at Western Intersiate Commission for Higher Education, 1973.

Mayeske, EH. Open university in America. In D.W. Vermilye (Ed.), Lifelong learners, a new clientele for higher education. San Francisco: JosseyBass, 1974,

Meeth, LR. Quality edOcation for less money. San Francisco; lossey-Bass, 1974.

Minert, C.W. Time shortened degrees. Washington: 'American Association for Higher Education, 1974.

Milton, O. Alternative to the traditional. San Francisco: lossey-Bass, 1972.

Schultz, TW. Invest ent in human capita/. New Yor The Free Press, 1971.

Shiskin, J., & others, Social indicators. Washington: U.. Government Printing Office, 1973.

Smith, V.13. More for less, higher education's new prior,ity..In L. Wilson & O. Mills (Eds.), bbiversal higher education, Washington: AmericanCouncil on Education, 1972.

Toombs, W. Productivity Burden of success. Washington: American Association for Higher Education, 1973,,

Topping, I.R. Cost analysis manual. Boulder: National Cerier for Higher Education Management Systems at Western Interstate Commission forHigher Education, 1974.

W (son, G. Origins, intent, and current. developments. In Baskin (Ed.), Organizing nontraditional study, San Francisco: lossey-Bass, 1975.

Witmer, D.R. Economic benefits of college education. Revid,w of Educa'tional Research, 1970, 40 (4), 511-S23.

Witmer, D.R. The value of college education Ann Arbor: University Microfilms, 1971 (a).

Witmer, D.R. Rates of return fin investments in education 7890q 968. Madison: The Board of Regents of the University of Wisconsin System, 1971(b).

Witmer, D.R. Cost studies in higher educ lion. Review of Educational Research, 1972, 42 (1), 99-126.

214



LET THE BUYER BEWARE'
EDUCATIONAL INNOVATION.and CONSUMER PROTECT ON

Two recent developments in higher education may be
headed for collision: consumer protection and educational in-
novation. While this is presently somewhat far off, current de-
velopments in each area which could make for conflict are al-
ready identifiable. Such a conflict could adversely affect in-
novation.

Educational COnsumerisin
A new consumer movement exists in which institutions

are perceived as sellers and students as buyers of an educa-
tional service (Proffitt, 1974). It has been growing since the
early 1970s. having been given impetus by a general rise in
consumerism on the one hand, and some shoddy educational
practices on the other (Arnstein. 19746), at a time when career
preparation is an important goal of many college students
(Yankeloyich, 1973). The tightening ,economy has more stu-
'dents concerned with outputgetting a job. Institutions which
seem to promise that are blossoming. Anxious students are
sometimes not very careful about investigating the claimant.
Diploma mills, proprietary institutions which prorrase jobs and
lifetime placement, schools which close soon after tuition has
been .paid or loans taken are the most notable offenders (Am-
stein, 1974a, 1974b). One strategy for dealing with this problem
has been to give students more power over the educational
system. In 1972 the federal government shifted its student
assiStance funds froth institution.4-to students through the Basic
Education Opportunity Grants (BEOG), state Student Incentive
Grants and federally guaranteed student loans. Thus, student
choices can more directly affect institutional operations. The
Federal Interagency Committee on Education (FICE), which
represent,. 29 agencies and departments, created a subcommit-
tee on airier Protection in Education in 1972. They recently
issued a report with recommendations for federal action
(Proffitt, 1974). The report enunciates principles which
"solidify" the notion that:

The student is the primary consumer of educa-,
liana' services. As a result -of educational. inex-
perience coupled with the expensive nature of the
services (she or) he is purchasing, and in light of
the potential for consumer abuse . . the educa-
tional consumer . . has responsibilities (and)
consumer rights. (pp. v-vi)

So here we have a situation in which the student-con-
sumer wants details and guarantees about the educational ser-
vices shelhe may purchase. How does this relate to innovation?

Arnstein (1974a, 1974b), in a series in -American
Educatien, points out that legitimate ventures, such as a
university without walls can "look and sound uncomfortably
like a diploma' mill" (1974a) with unusual courses, credit for
mobile or adjunct faculty. Thus, the superficial similarity
between legitimate innovations and huckster-today/gone-

Claudine Schweher-Koren,
National Institute of Education

tomorrow operations only complicates the student-consumer's
selection process. It may also have a chilling effect on con--
tinued participation in innovative programs in legitimate, tradi-
tional institutions. For who knows how an-employer or gradu-
ate- school will look at those strange courses or unusual
programs?

It is precisely this pointthe risks of participating in
legitimate innovationwhich must be examined before con-
nections with the new consumerism can be made.

Educational Innovation
College curricula, one educational service, has also

been changing. Many universities have recently developed
more flexible undergraduate programs. Although the programs
vary with the institution, all basically allow undergraduate stu-
dents varying degrees of freedom to design their own curricula
(Givens. 1972; Stevens, 1970:,Arnstein, 1974a). For many stu-
dents the process of designing and implementing such a
program enables diem to focus on post-baccalaureate goals.
'Often this includes graduate or professional school work.

Although dducational institutions make no employment
or graduate school promises, students in traditional .programs
can assume that their curricula is at least comprehensible to
-outsiders"employers and graduate admissions personnel.
Very little research has been done on the reaction of these "out-
siders" to students with innovative, particularly self-designed,
programs. Do they even know about or understand these new
options (Schweber-Koren. 1973)?

One study of the graduate and professional school reac-
tion to potential applicants with innovative/special-degree
baccalaureates has been done (Schweber-Koren, 1973). It ex-
plored whether such students would be admitted to a gradu-
ate/w.ofessional school and under what conditions. What
kinds of information, beyond the standard application, must
the student supply? The study was done et the State Univer-
sity of New York at Buffalo campus in 1972. Since it is a major
state university center, the results should at least be applicable
to similar units. The following will briefly highlight some
aspects of that study with an eye toward the implications for
educational consumerism. -

At the State University of New York at Buffalo, the
Special-degree program is called a special major. It enables a
student to design her/his own major when the course of study
which the student wishes to pursue does not exist among the
regular university departmental Offerings: The program re-
quires two faculty members to serve as sponsors and guide the
student in the design and implementation of the project,, Ap-
proval is granted by the Dean through the Special Major Com-
mittee.

Between 1969 and 1972, 136 such majors were ap-
proved, each year in greater numbers. While there was a
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Table 1

TO WHAT EXTENT IS THE CONTENT OF STUDENTS'
UNDERGRADUATE PROGRAMS CONSIDERED?

Opinion Total
(53)

Humanities
(i1)

Social
Scierxes

(19)

Science
& Math

(18)

Profeisimul
schools

(a)

Very
NAuch 21 37 5 4 21 131 12 5
t3ome 2t3 51 5 62 5 15 79 I 17 62.5
Not at
all 4

definite interest in Urban Affairs.,Ecology and Law, programs
varied with stwlent-faculty interests: Oimmunications and the
Arts, Brazilian Studies. VVomen and Prisons, Drug Counseling.
etc. (Indeed, the Special Major has been so successfel, that a
new degree. a B.A. in Social. Sciences with a focus in Urban
Studies a nd Legal Studies has just been approved at
SUNY/Buffalo.)

In October 1971 a questionnaire was sent to the admis-
sions directors of the 58 graduate departments and professional
schools at SUNY/Buffalo. A total of 53 (91% ) completed the
questionnaire: 8 ht,rnanities, 19 social sciences, 18 science and
math, 13 profession d schools. They were asked about general
admissions crilyrla, about the reaction to special major appli-
cants, abcv,: admissions personnel's feelings toward non-tradi-
tional c'Jurses, and non-traditional grading, The results were
assessed in the spring of 1972.

For the present discussion, the relevant findings are,
first, that respondents agreed that the content of the applicants'
undergraduate program is a key factor in admissions decisions
(also Table 1),

This is particularly important for special degree students since
it is the uniqueness of the program which distinguishes such
students from each other and from students with slandard;tra-
ditional programs.

However, an understanding of the differences, and
presumably the merits, of a stndent-designed program versus a
standard (university-designed) program were only beginning
in 1972. Furthermore, there were no institutionalized mecha-
nisms for communicating the unique programmatic content and
its worth to the admissions people. Consequently, unlike tradi-
tional programs, the responsibility for legitimizing and selling
the innovative package is,the student's. The institution (that is,
SUNYIBuffalo) did not participate in this process other than to
indicate by attaching'its name to the program thzt ii approved of
such endeavors.

A side-effect of this situation is that the reputation of
the undergraduate school rather than the substance of the in-
novative program dominates the attitudes toward that program.

. (See Table 2),

These respondents checking,-considerably'-: and "semcwhat"
(77% ) represented almost four times as many as the number
who made no distinction (.19% ) between special and standard
program applicants' undergraduate school. It can be inferred
that when the institution makes no special effort to sell the
value of its innovative programs-, unless the student does so. the
wiirth of the program is often that of the institution.

Another finding related to the above is that the inde-
pendence and creativity a student showed in designing sr.
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Table 2

EFFECT OF THE REPUTATION OF THE
UNDERGRADUATE SCHOOL ON THE REACTION
TO A SPECIAL (STUDENT-DESIGNED) PROGRAM

Percent

Considerably 40

Somewhat
37

Not at all
iS muc.s in the cas it an
applicant with a standard program 19

program, while iulmircd, would not substitute for competency
in three general areas: overall average, letters of recommenda-
tion, and standardized exams. Eighty percent of the sample felt
this way. This means that the non-traditional applicant must
first defend her/his project as academically sound by suc-
cessfully competing with others on general standards, and then
take the initiative in communicating the particulars of the
program.

Admissions personnel were eager lo receive program
details and faculty evaluations (see Table 3). This may be due
to a hesitation articulated by some, particularly in the sciences,

,that the lack of eValtiation criteria for non-traditional programs
makes them more wary of these unusual endeavors. "What is
needed,- one person wrote, "is a pattern for (evaluating
special) students for whom the documentation, while different,
is as convincing as that provided by the conventional patterns-
for traditional students.

The message then, was that lack of familiarity with the
special program, lack of evaluation criteria, and some suspicion
about applicant preparednes's means additional responsibility
for innovators: selling the worth of themselves and their
degree.

Consumers vs. Innovation?
In light of the growing movement toward notifying the

educational-buyer about the contours of the service she/he may
purchase, how can the additional (student) responsibilities and
risks of innovation he ignored? If the institution is riot an active

Table 3

INTEREST IN RECEIVING PROGRAM DETAILS AND
EVALUATIONS
Yes Fes

(72%) ) (22% ) 3 (6% ) 50 (94%

uld you like a copy
of the program?

Total re 5.3

Would you like letter%
from sponsors come
ment ing
on the program and the
student (separate from
letters of recnmmenda-
tion)?

Total =

40 (76%1 H (155, I 4 (91% )



-salesperson,- should not the student be informed of the added
burden bcfoni selecting that option? Might the student-t on-
sumer have a legitintate grievance and any redress Wien
she/he finds out?

Educational innovation is expiating at the uneor-
graduate level. The Yellow Pages-orilndergroduote Innovo-
tion (1974) lists 3.000 entries. Certainly there is still student-
faculty interest in this area.

In outer to honestly respond to the educational con-
sumers, two steps must be taken now: additional research on
the reaction to undergraduate innovation and institutional activ-
ism on behalf of non-traditional programs.

Most of the research in educational innovation has
focused on the programs rather than the aftermath (Dressel
Thompson, 1973). Studies on employer teaction do not appear
to exist. Research on graduate/professional school attitudes
needs updating and expansion. With a more definitive sense of
what the impact is, perhaps the institutions will feel less hesi-
tant, and less defensive, about an offensive campaign in favor
of their innovations. Such openness should also establish more
clearly the differences between the innovations of legitimate in-
stitutions and that -of the hucksters. -

In our multicredentialed society, the educational
responsibility of an undergraduiaa institution must extend
beyond the baccalaureate level. Open, aggressive support for

Schwebor-Kormi

unusual programs may also be t powerful recruiter. Support
this view collies from the example of a newly established

law school. Althtiugh this is an advanced degree institution, the
direction it took is an appropriate analogy. Antioch Law School
in Washington, D.C. is not only new, Ina very different. Since
its beginnings-in 1972, its creators and niembers have ag-
gressively promoted their unique- non.traditional law program.
It has just been granted full accreditation, burets iwo and one-
half years ofter opening: applicants are as numerous as to more
established and prestigious law schmls: placement, they claim.
is it a problem.

Without such strong institutional support, the tighten-
ing economy and its correlate, a job-related-education, could
easily deter participation in innovation. If the consequences of
non-traditional programs,are not spelled out and the programs
not supported, the students may not take the implied risks. The
trend toward shifting some financial control to the buyer gives
the prospective student greater bargaining power. Some may

_ choose a different school altogether. And if there are few
customers, how long will the institutions provide the innovative
option?

Educational consumerism has just begun and appears
to be gettiN plenty of support from Congress, the federal
government, and student lobby groups, If innovators begin now
to deal with the challenges. they should at least he in step.

Arnstein, G. E. Ph.D. anyone? American Education, 1974 10 (6), Reprint (a)

Arnstein, C. E. Bad apples in academe. American Education, 1974 10 (7 ) Reprint. ib)
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PUBLIC OPINION RESEARCH: QUICK, BUT NOT SO DIRTY

Consider the following:
1. A university is experiencing heated debate on

whether the Reserve Office Training Corps (ROTC) should re;
main on campus. Students and faculty members opposed to
ROTC are lobbying hard for its expulsion and fepresenting
their position as the prevailing campus, opinion. A campus-
wide information poll, however, reveals that the majority of
students and faculty sampled want ROTC to remain. in some
form, and a compromise is worked ant. Thus, a divisive issue is
defused when sufficient 'and timely information is obtained.

2. It is mid-October and the Dean of the College of Arts
and Sciences in a large university h.is named a committee of
senior faculty members to review the academic experiences of
freshmen and to suggest ways of improving the academic
programall by early JanuarY: A survey of all students reveals
dissatisfaction with academic advising, the level of student par-
ticipation in academic decision-making, and the level of in-
tellectual stimulation students provide one another. Faculty
members are also found to be dissatisfied with academic advis-
ing, as well as with the level of non-classroom student-faculty
interaction and with what theyperceive as the administation'a
lack of commitment to the` quality of academic life at the univer-
sity. The information pertinent to Arts and Sciences disaggre-
gated for students by sex and class level and for faculty
members by academic rank, is M the committee's hands by
mid-November.

O. The Division of international Programs Abroad is
asked by the Vice Chancellor for Academic Affairs to deter-
mine in three weeks- what pmportion of freshmen and
sophomores in the College of Arts and Sciences might be in-
terested in a program of study in Spain. The information is
delivered on time.

None of these situations is hypothetical. All occurred at
Syracuse University and, in all instances, public opinion
research techniques were employed to provide the information
needed.

Design
The Syracuse University Opinion Poll established in

the fall of 1873 by the Office of Student Affairs and the Psy-
chological Research Center, is designed to sample reliably and
quickly the opinions of students, faculty members, and ad-
ministrators on a wide variety of issues important to the univer-
sity communitY and to decision-makers. The poll has two pur-
poses: (a) to serve as a communications devicea means of
keeping members of the university community informed about
the opinions of others; and (b) to contribute information on
campus opinions and attitudes to debates and decision-making,

Simple random samples are drawn by computer from
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the populations of students, faculty members, Aid administra-
tors. For each poll, 400 students (2.5% of the population), 86
full-tirne faculty members (10% of the population), and 30 ad-
ministralors (38% df the population, as operationally defined)
are selected for participation.- Data are gathered over the
telephone by trained student interviewers and are processed
by optical scanning techniques.

Follewing analysis of t description ,of the
poll's results is distibuted' -ararsia, local, and national
media. Results,are routinely fc ' all members of the
Chancellcies.ahinet and to a I faculty members .

and student leaders in areas touched on in poll questions. In all
cases, the entire processfrom question development to
resultsis carried out within,ren d6s.

Clearly, the speed with w%ich data can be gathered is
contingent upon the accessibility of sevc.% ,esources. Student
and faculty data files must be up-to-date (especially telephone
numbers) and must be set up for computerized sampling.
Trained interviewers and money to pay them, when necessary.
must also be available (the Syracuse Poll uses 15 interviewers
at the rate of $2.36 per hour). Optical scanning equipment is a
great advantage, altheugh not essential.

Assets
The most obvious advantage of the poll design is the

quick access it affords to information. Once the organizational
machinery is in place--and assuming that lengthy written
reports are not requiredinformation turnaround can be even
quicker than the ten-day schedule on which the Syracuse poll
operates.

The fact that a college or university community
generally maintains complete data files on its members (fre-
quently in computerized form) permits rapid sample seleclion.
Since the distribution pf demographic characteristics within the
three populatiOns (stUdents, faculry members, and administra-
tors) are known, tolerable sampling variances can be specified
and samples can be chosen through simple dr stratified sam-
pling procedures. Having sampling information on the popula-
tion in readily available form is not, to be sure, an asset limited
to the research design suggested here, It does, however, permit
rapid and flexible sample selection wjthout resort to the more
cumbersame, time-consuming and expensive cluster sampling
techniques characteristic of nationwide opinion polls. In addi-
tion,computerized probability sampling clearly elevates the'
poll design outlined here from the "man in the steer genre,
and .the generally complete telephone networks of htgher
educational inititutions preclude any recurrence of the Literary
Digest disaster.

Another advantage of this design is its generally higly=
resPonse rate. Response rates typically fall in the 70-805



range. but tiave gone as high as 82% . Such high rates not only
hold sampling error variance near its specified theoretical
limits but also virtually assure the representativeness of re-
spondents. These rates also greatly reduce the cost per contact.

Pe fling can be relatively inexpensive. The principal
cost is interviewers' wages, which may vary considerably, de-
pending on how interViewers are recruited and how they are
paid. When interviewers are students enrelled in courses in= in-
terviewing techniques (and therefore receive academic Credit),
or are eligible for College' Work-Study Program assistance.
wage expenses can be low. When interviewers' wages must be
paid wholly from a research accoUnt, the cost may be prohibi-
tive.

Using 15 student interviewers to contact approximately
518 sample members(with resOonse rates varying from 68 to
82% ), total intervieWers', wages have ranged from a low of
$297 to a high of $518. But never have all of these dollars been
"out of pocket" from university accounts: various combinations
of students doing the interviewing, for academic credit or work-.
ing under the College Work-Study Program have meant direct
wage costs to the institution ranging from a low of $102 to a
high of $431, or $.23 to $1.10 per respondent.

It is difficult (and perhaps unwise) to try to compare
direct costs of telephone and mail surveys, but mailing a Oes-
tirinnaire to a slimple of comparable size and its follow-up
might cost $200 for postage, materials and printing. Assuming a
50% response, such a mail survey yields a cost rate of $.80 per
respondent. Rossmann and Astin (1974. p. 276). discussing cost
analysis assoCiated with the Cooperative Institutional Research
Program of the American Council on Education, report cost per
response rates ranging from $1.02 to $1.83, depending upon the
survey techniques employed and postal rates.

Additionally, time and materials costs are slightly
lower under the poll design than for mail surveys. Telephone
interviewing requires fewer materials, less material-prepa-
ration time, and less report-preparation lime than do mail sur-
veys. Machine scoring and computer costs are about equal for
both designs.

Thus, the cost per response--,Which might be viewed
as an index of the effectiveness of the money spenttends to
be lower for the design outlined here than for-mail surveys. To
be sum, one "pays" for telephone interviews in other ways, as
will be seen below.

In addition to'lhe advantages of quick information turn-
around, the integrity of the sampling design and its flexibility,
high response rates, and generally low unit costs, the design
has a variety of institutional research applications, one of which
is serving an exploratory research function by helping to iden-
tify issues which may require more detailed analysis. It can op-
crate as an "early warning defense'System when used an an
evaluation tool to monitor the eperations of institution-wide
-programs and services. Beilause of the ease with which target
populations can be redefined, the design also affords a quick,
relatively easy way of evaluating programs or services which
serve subsets of the institutional community.

Secondary benefits related to this design inelude the
promotion of commenity morale. Students, faculty members,
and administrators like to be asked their opinions, to see poll
results, and to know that their opinions are reaching decision-
makers. The polls provide a voice, in particular, for groups
which may feel disenfranchised or Isolated from the decision-
making process.

When student,interviewers are employed, the polli1180
if; a rrawns of providing financial assistance. 1,1 addition, the

Patrick T. Terenzioi

poll gives institutional researchers an opportunity to develop
working relationships with faculty members who teach courses
in interviewing techniques.

Liabilities
But, as everyone knows, ...there is no such thing as a

free lu-nch." Information CoMplexity and depth are sacrifieed in
the quick, if: not so dirty, telephone survey.Because re .
spondents only hear the questions, the number and nature of
the qeestions must be limited.

. The Syracuse poll typically poses no more than a dozen
questions. The respondents' attention spans preclude more
-detailed questioning. Because the questions nre verbal, and the
interviewer May have to repeat them, it takes-time for a subject
to comprehend what is being asked of him. Nor does the design
let the.subject choose when he will respond. While one of the
assets of this design is the probability of contact with a 'large
proportion of the sarnple, the other side of .the coin is that the
contact may come at a time the sample member has reserved
for other activities, thus abbreviating the time and atterition he
may be willing to devote to poll questions.

Similarly, the number and variety of ivsponse eptions
are limited. Each time the- response: option format is altered
during the interview, the respondent will need time to adjust -to
the new alternatives. A 54:tption scale is probably the workable'
maximum. Whenever possible, ioSponse options should be
consistent for all questions, although two (possibly three) scales
may be used, if the variations are simple.

These restrictions, inherent in the design to a large
degree, open the poll to criticisms of instrument reliability. The
relatively small number of questions which can be asked limits
opportunities for determining the internal consistency of the in-.
strument. Indeed, most of the '. standard procedures for deter-
mining the reliability of measurement cannot be applied to in-
struments used in this research design. In addition, time for
instrument development and pretesting is generally limited.
Thus, issues of instrument reliebility conflict with the, poll's
:chief attractionquick information collection.

Polling is as susceptible as standard survey techniques
to other questions .of reliability. One such issue is the honesty
or integrity of respondents in, answering questiens. While.

. anonymity and confidentiality are promisedby the interviewer
(response sheets bear no identifying marks .beyond
demographic data), certain respondents (or responding groups)
may perceive personal advantageS in answering certain,
especially politically sensitive, questions in ways at variance
with their personal beliefs or attitudes. Results also may be
biased, by the resistance 'of some respondents to answering
questions over the telephone (although there has been little in-
(lication of this al Syracuse). The student-status, sex, or
"telephone Manner" of the Interviewer may also bias the data
in unknown ways.

Some of these problems can be overcome (er mini-
.d) by careful (raining of interviewers and by cultivation of

a rejnitation for professionalism and objectivity on the part of
interviewers and researchers alike. But ultimately, such
liabilities of the design must be recognized and kept in mind.

Questions of validity must also be addressed. Per-
sonally, socially, or legally "hauled" iSsues prolmbly cannot be
adequately addressed In a telephone survey. For example,
studies of the extent of drug use on campus, racial or sexual al-
diodes, or slmilar issues would be difficult enough to assess
when anonymity and confidentiality could be guaranteed. For-
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PUBLIC OPINION RESEARCH

tunately, opinions on many issues for decision-making are less
personal and ones with which the poll can deal.

But perhaps the greatest threat to the validity of this
design is.carelessness in the development of the questions. The
limitation on the number of questions which can be asked in-
fluences how the questions are phrased, and phrasing, clearly,
is critical to the validity of the responses. Omnibus questions
may yield response distortions.

Summary
The design discussed here is not a replacement for

more standard survqy research proCedures. Subject to many of
the same limitations of the standard techniques, the telephone
design is further limited in the number and nature of the ques-
tions which can be asked, as well as in the complexity of the
areas which can he examined. Instrument reliability and

273-279

validity are open to question and opportunities to control them
are limited. Initial organization of the data collection machinery
can be as time-consuming as preparing. a mail survey.

Once the machinery is'set up, however, the design has r

clear assets. Information turnaround is obtainable within a ten!
day period, sampling integrity is maintained, response rates are
generally high, and costs per response are generally loWer than
standard survey research designs Additionally, .the design has
a'wide variety of applications, as either an exploratory research
tool or as an evaluative device; Without substantial time com-
mitments.

While such a design will never replace more conven-
tional techniques, when information needs are urgentas il-
lustrated in the opening "real life" examplesthe research
design outlined here has compelling adVantages for institu-
tional researchers. It is quick, and really not so dirty.

Rossman, l.E., & Astin, W.A. Cot-effectiver differential _techniques for Mail questionnaires. Research -in Higher Education, 1974, 2
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RESTRUCTURING POSTSECONDARY EDUCATION

Higher education today is on the threshold of a scien-
tific and technological revolution. What is necessary at the ma-
mont may be expressed threefold, namely:

1. We need to implement action programs centered on
htiman energy so that it may be channeled in-

, telligentlY. We need a system of national education
which will be oriented toward all American citizens
so as to assist them to realize their maximum poten-
tials socially, morally, emotionally, mentally,
physically, and spiritually.

2. Reputable researeh has suggested that we develop a
new structure which may be -compatible with the
needs and interests of society. A careful analysis of
the unemployment situation; the mounting poverty
and crime rates, the ever-indreaeing number of in.
dividuals composing the relief rolls, the almost com-
plete lack of 'articulation between business-in-
dustrial opportunities and higher education and we
see American education facing a gigantic task if we
are to reach all American citizens.

. 3. Such a program as indicated in items 1 and 2 will re .
quire an educational leadershipwhich consists of
insight, understanding, experience, and training.
Little; if any, such leadership is exemplified in
many institutions el higher education.

What Does Research Tell Us?
Training for the unemployed and for the potential drop-

out is basically one problem; educators must consider both in
treating one.

This was further highlighted by the National commit-
leg on Employment of Youth Survey (Fine, 1962):

1. More coordination is needed between schools and
industry on what the curriculum should be. Millions
of boys with fine manual talents are being lost to the
ranks of the unskilled and employed al the lowest
classifications because schools offered- them only
academic courses for which they Were unsuited.

2. Students should be taught to be realistic, and
schools should have job guidance programs.

3. The traditional type of education is not working for
those who are not from middle class backgrounds
and who have language difficulties.

4. Schools should not wait until junior high school be-
fore identifying and !mining the students who may
become dropouts.

5. There is an increasing demand by industry for train-
ingbeyond high school to qualify for employment,

In a national survey directed by the writer (Blanchard,
1971), the findings revealed that from one-third to nearly one-
half of the courses taught in the high school, namely, English,

B. Everard Blanchard
Villa Educational fiesearth-Associates

social studies, science, and mathematics are repeated iden-
tically during the freshman and sophomore years in the college
or university.

In addition, the college freshrnen and sophomores paid
tuition fees amounting to $420,492,375 for courses they had al-
ready taken during their junior and senior years of high school
for which their parents had already paid an estimated $500,000
in taxes to the local school district. These financial figures are
for 1965-66; imagine what the costs might be during 1975-76!

Can we assume that this degree of overlapping at the
college level represents prudent administration? And, viewing
this from anotherangle, we note that the high school students
are taking the courses for credit toward a high school diploma
while college students taking the identical subjects are receiv-
ing credit for the baccalaureate degree. Can we then assume
that the high school diploma is equivalent to the B.A. or B.S.
degree?

The Carnegie Commission on Higher Education has
stated that we can eliminate one year of college without
sacrificing quality of instruction. The writer suggests that we
can abandon the first two years of college without disturbing
the quality of instruction, Since the first two years of college are
usually.associated with general education in the four-year col-
lege, general education rightfully belongs to the secondary
school. With the community college absorbing students who
might otherwise attend the four-year college and with the
graduate school dipping down into the last two )ears of the
liberal arts college, just where does this leave the 'raditional
liberal arts college? The writer predicts that by the year 2000
the college of liberal arts, as we know it today, will be as ex-
tinct as the dinosaur we used to see at the local Sinclair stations
throughout the country.

Astin states (1960) our findings seem to
have several implications for planning. They sug-
gest that it may be wise to reexamine traditional
notions about institutional excellence, particularly
as it relates to the intellectual development of stu-
dents. The pursuit of bright students, more money,
better libraries and physical plants, more Ph.D.s
on the faculty, and other traditional indices of
quality will not necessarily produce a better en-
vironment for learning. (p. 31).

Another implication for planning concerns the general
question of admissions. Selective admissions policies cannot
necessarily be justified on the grounds- that they create.an en-
vironment which is more conducive to student achievement.
Thum, institutions that wish to modify selective admissions
policies and diversify their student populations can do so with-
out the fear that the achievement of their brightest students will
stiffer as a consequence. By the same token, the data suggest
that the less able student will not necemarly wither and dio
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Figure 1

CAPACIIY TO LEARN VERSUS QUALRY OF
ACHIEVEMENT*.

u
Level Grade of

Students
Corre lat on Significance

Primary School .-
Intermediate

School
High School
College

1-3
,.

4-6
9-12
13-14-,

1000

850
1203
1325

.81

.70

.62

.51

-.031

.031

.001

.001

Source Blanchard, BA., A comparative Analysis of Primary, Intermedate, Second-
ary, College, and University Levels in Aptitude Versus Achievement, 3rd Interim
Report, Chicago, Ill.: DePaul University, School of; Education, gradalte Programs
Office, 1971.

when confronted by the overwhelming competition of a selec-
tive institution. The widely held belief that only the highly able
student can profit from being exposed to the center of ex-
cellence is not confirmed (Astin, 1969, p. 32).

A major reason -why restructuring postsecondary
education is unavoidable is the plain fact that college and
university Students are using but 15 to 20% of their potential
mental maturity and wasting from 70 to 80% . Figure 1 illus-
trates this very clearly,

The inferences as might be drawn from Figure 1 ap-
pear to indicate that children in the primary grades make the
greatest use of their ability to learn, whereas college students
make the least of their ability to learn.

If the basic purpose of administration is to facilitate in-
struction, a woeful deficiency of purposeful adminisention is
missing in' higher education today.

Educational leadership appears to be the top issue in
elementary and secondary schools, as well as in universities
and colleges. In reviewing the responsesof approximately 5000
educators in 41 states on the 3 levels as indicated, the majority
of these professionals believe that the key to partially solving
problems in higher education reclines in the office of the ad-
ministrator, or the President and various Deans of Schools of
Education (Blanchard, 1972).

The, downward extension of subject matter during the
past three decades has had a tremendous impact on the learn-
ing abilities of youth. For example, foreign languages at one
time reclined solely in higher education; today, we may find
numerous elementary schools throughout the country offering
foreign languages at the primary level. Science, industrial arts
and Mathematics are other subjects which now receive a great
deal of emphasis at the elementary level.

A New Design for Postsecondary Education
By the year 2000 the traditional liberal arts college, as

we know it today, will have disappeared. A new structure will
make Its appearance which the writer would like to call the
"multipurpose college." This structure will provide oppor-
tunities for all American citizens and will grant the first two
years of college free from tuition, the major expense being
borne by the federal government. The hypothesis of the last
statement ia based on the supposition that boosting the learning
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capabilities of American citizens will mean a more productive
work force for the future years. Briefly,such a venture would
actually stimulate the quality of human capital.

In this novel design offerings will include scientific and
technological training, career training, professional- training
such as law, medicine, dentistry, teaching,- etc. Adult and con-
tinuing educatMn are also aspects which will receive due alien.
don.

If we desire to decrease the unetaployed, diminishAhe
ever-increasing relief rolls, eradicate the crime and poverty
rates, and regain an economic stability, we must rettructure our
educational system.

Figure 2 represents the author's conception of . a
-multipurpose college."

Adult education and continuing education would be
offered to all American citizens. As one may note, we are
graduating prospective teachers at an earlier age, with the stu-
dent bearing but 50% of the total cost. Under such a plan, the
federal government would,finance the system at the 60 to 70%
level.- the state at the 15 to 25% level, while the-local school dis-
trict would pay less than 10% . Local autonomy within each
state would be stressed.

If self-respect and economic security are to be
emphasized in our society, and I am quite positive they will
continue to be vital motivating factors in human living, our
educators will have to eliminate the lag in our educational
system and adapt it to the manpower needs of the future. A stu-
dent who has been taught a skill that is no lonser needed will
be starting on his career equipped with no more than a piece of
parchment. In fact, we have many prominent and notable
educators who believe that workers of the next '10 to 20 years
will have to return te school from time to time to keep pace with
the new cornpetencies and skills required.

No matter what issues we examine or how we may
alter our educational training and thinking, it is work that gives
life meaning in our society. Therefore, unless we want to
change our social system, we must prepare the- student, the
worker, and the unemployed for work and thus give them the
nhallenges and the opportunities that.-can make their lives
meaningful and purposeful, .

Figure 2

THE MULTIPURPOSE COLLEGE

13

14

16 What is currently the last two vears of high school
would become the first two years of college.

17 An Associate Certificate, or degree might be
granted. Teacher training would begin the firSt
year and be four years in length with internships
and residencies.

18 A leacher would receive the baccalaureate this
year, bul would continue the fourth year. This
year would have to be paid for by the student.

19 The fourth year would grant the masters degree,
Ihus the prospective teacher would have twice
the amount of training they presently receive,

29-21 Teachers would have to.complete one year of an
internship on the level he or she was qualified lo
leach Also, oneyear as a resident teacher would
also be required. Both the Intern and resident year
would be "student teaching." Teachers would be
paid like the interns and resident M.0.t and D.O.s
are paid.
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ORGANIZING THE MARKETING FOCUS IN HIGHER EDUCATION

In a time of academic retrenchment, it may seem
surprising to suggest-the creation of a new top level staff posi-
tion in the academic structure, which is the purpose of this arti-
cle. The suggestion, however, is based on recent findings from
a multi-institution pilot study conducted by the author.' It ap-
pears from the research work that Marketing efforts in the col
lege and university environments are not being mbximized
because they are not properly integrated and coordinated.
There should,be a growing demand at colleges and universities
from a person to perform these functions.

Marketing in Higher Education
The process of utilizing commercial marketing con-

cepts-In higher education is a recent one, beginning in 1971.
Because'of this recent development it is important to describe
the objectives of business and academic marketing philoso-
phies,: To some, the idea of applying marketing concepts te
higher education may be relatively new, and others who have
had limited contact with it may mistakenly equate marketing to
basic selling.'

in the business world the objective of a marketing
operation is to enable the firm to understand better its markets
and its clients; It is the basinm radar which assumes the
responsibility for monitoring the realities of the marketplace
for Chose who produce and finance the firm's 'products, it
helps the firrn'to locate customer problems which it can solve
with itS resources and expertise. Organizationally, the,market-
ing vice president supervises the marketing effort by coordinal-
,ing activities of sales promotion, personal selling, marketing
research, etc,

.Marketing activity ip higher education attempts to de-
velop a similar role in -gdiding the colkge or university to
become more elient-contered. Through marketing, the-college
or university develops the philosophy that institutional suc-
cess is the result of solving long and short range problems for
all types of clients It is important that client-centered approach ?,
-be understood in the academie setting. Int is not, marketing
will never centribute more than unsophisticated sales tech- .

niques to the operations of colleges and universities.
Data for the study .were obtained threugh personal

. visits to 11 institutions. The findings indicate that marketing
functions in academic areas and in administrative departments
are being conducted much too separately, often resulting in
wasted effort. Unlike the merketing vice president in industry,
no one in the administrative hierarchy is assuming total respon-
Ibility fur integration and coordination toward common goals.
This is despite the fact that organizational charts often indicate
otherwise. One conclusion stemming from this arrangement is
that higher education personnel are trying to meet today's
challenges without- synthesizing all the efforts of lhose con-
cerned with helping the institution to understand its client

. groups.
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Under the classical collegiate organization, the Presi-
dent is the focal point for outside relations while the Provost
handles internal operations. Inherent in this setup is the
assumption that each will integrate and coordinate those ac;
tivities Which fall in his domain to help the institution reach its
goals. However, from observations of this writer, things are not
working out as the organization plan would indicate.

For example, most of the Presidents included in the
study were "admissions oriented." They paid close attention to
the admissions department and its operations. It is obvious that
admissions ,is critical and deserves presidential attention.
However, it is just one of nine departments or functions iden-
I ified in the studs/involved with marketing-related activities, If
colleges and universities 'are to maximize benefits from such

-departments/functions, they will need more :even-handed at-
tention from top administrators.

One surprise finding was that only 2 of 11 schools
studied were beginning to think in- terms of -integration and -

coordination. As a consequence, Presidents,and Provosts con-
tinue to be admissions oriented, or development oriented, or
public relations oriented, but not marketing oriented. This
limited perspective results in Situations such as these:

a. Because one publications department did not under-
stand the character of the school's clientele, it' pre-
duped a group of brochures that achieved no
measurable results.

b. Development personnel in 'one school have ap-
proached dOnors without any significant under-.
standing of the eduCational programs and, priorities :

of the faculty.
m One faculty instituted a change in curriculum with-

out any communication with the admissions depart-
ment.

Following are the nine arisis of prime marketing con-
cerns which need to be examined for better integration and
coordination:

1, Admissions - Seeking new clients.
2. Public Relations and Publications. - CrLutin g a

general image(s) for the institution mind assisting
.others in the promotion function.

3, Student Retention - Booking underlying i:mises for
student withdrawal and helping guide those who
become dissalisfiml with the college or university.

4. Counseling - Providing an Overall barometer on thn
stale of student morale, attitudes, and beliefs.

5, Vacuity Divisions - Promoting faculty understand-
ing of student long and short range needs,

n. Alumni nolations Pmmoling Ilk real interests of
an important group of clients neglected by many

7, Placement - Finding job opportunities for gradual-
ing students and alumni, .



8. Institutional Research - Conducting studies which
help the college/university perceive the realities of
the cornmunity around them.

9. bevelepment - Seeking the added funds from
donors who see value in the activities, philosophy.
and image of the school.

As indicated before. some of these responsibilities fall
under the province of the President and some under the prov-
ince of the Provost. However, neither seems to be performing
the necessary operational melding. The reason is the obvious
additional pressures that both these officials face: thus each
departmenl/function proceeds independently, much to the
detriment of the institution.

The Director of Marketing
To rectify this Iituation. the author proposes that a new

administrative staff position he created. Organizationally, he
would be an assistant to the president (or possibly the provost).
The administrator would be responsible for filling the coor-
dinating gap. He would attempt to insure that these nine areas
are operating with synergism. Possible results include:

faculty seeking the input of admissions in curriculUm
development:

--alumni representatives working with admissions in
identifying new student groups:
ounseling providing feedback for academic plan-

ning:.
consistent image(s) being developed.

If acceptable within the academic environment, a title of
-Director of Marketing" could be utilized. Organizationally
placing the Director as a Presidential or Provost's assistant is to
attempt to get proper support since it is anticipated there would
not be any line authority assigned to him. Line responsibility
and authority would be retained in its current organizational
mode, with the-major benefit of the Director's work being an
improvement of interdepartmental interface and overall consis-
tency of purpose. In this relationship, the Director of Marketing
would examine the goals of every department as they relate to
the eight other areas of marketing concern. Where goals arc not
congruent, the Director would seek changes or modifications.
Since he lacks line authority, his actions would require a high
degree of persuasive power and political skill,

It is not anticipated that this position will develop into
an operating department becpuse it i.vicwetl as an extension
of lop administration. The major thrust: of course, is to help the
institution focus on its various constituencies more effeetively.
Years ago the college/university President delegated his inter-
nal responsibilities to the Provost, and today there may he a
need to handle client-centered functions more smoothly
through a Director of Marketing.

The Director's Duties
Results of the pilot study conducted by the author indi-

cated a number of duties which could he managed by the pro-
posed Director.

1. Marketing researehIn the institutions visited, no
central operations existed for conducting marketing research
studies to determine: Who is our market? What are the uninet
needs of our students and potential students? What is the cause
of low enrollment in a particillar program? Many faculty and
administrators indicated a desire for such information. hut in-
stitutional research departinents did not appear to have a -feel"
for this -type of study nor interest in doing it. The Director of
Marketing would be responsible for these marketing research
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studies. He would not build a permanent research staff, but
this work would be accomplished on an ad hoc basis, utilizing
external and/or internal resources.

2. CoordinationThe Director of Marketing would
examine operations of all nine areas to develop the coordina-
tion discussed above. In the event of disparity between them.
he would attempt to moderate the differences using the goals
(which hopefully center on clients) of the institution as his yard
stick.

3. The instutianal imageNurturing the institution's
image would be another duty. It is not unusual to find !hal the
institution's professional staff has a diferent perception of the
school than those held by clients and others in the cOmmuhity.
The Director of Marketing would be responsible for minimiz-
ing this disparity and, where il existed. he.would make pro-
poSals to alleviate the gap. The prevalence of this type of
problem was noted even in smaller compact" schools visited
in the course of the study. Internal perceptions-of the institu-
tion's image frequently differed from administration to faculty
and from one academic area to another.

4. Preparing the annual marketing planLike other
activities, marketing takes planning, and an annual plan is nec-
essary to meld the marketing efforts together. It wooki be the
Director's .responsibility to develop the plan and ki have it
reviewed and approved by the policymaking personnel.

5. An informational sourceThe Director would act
as a source for disseminating various general types of higher
education information within the college/university. This
especially critical as institutions in general and acadeinic
departments in specific tend to do a poor job, when if comes to.
communicating with the community around them. For exam-
ple, the author found some high administrators in the visited in-
stitutions knew nothing about the traumatic problems al
Southern filinois University or Antioch. They were relatively
oblivious to the current problenis related to the -heolth" of
higher education. It would be the joh of Out Director to keep a
constant flow of external information moving through the in-
stitution.

6. Entailment forecastingThis aspect of college anti
university management is mes1 difficult even in more placid
times, lel alone the current traumatic period. As administrator
responsible for outside market contact, the Directm of Market-
ing could provide valuable inputs for the forecasting process. If
enrollment fonicasling were not centralized in an imtitution,
the Director might assume total responsibilily'for it.

What Type of Person?
If the collge or university were to obtain the best

return from a Director of Marketing, the job must he filled with
a person who has Millen! and drive. The Director must lie high-
ly task oriented and at the stem lime must he sufficiently per-
suasive to bring the various departments and functions
together. Since the position is a staff one. he will have only
referent power through his relationship with the President or .

Provost,
II will not he an easy pokition to fill as there is no career

path involved and one encountios the classical confrontation of
lowing responsibility with little 'authority, i.e., he will have to
coordinate the nine areas hut will have no formal power, lob
satisfaction to the imanobent will he derived largely through
seeing the long range marketing plan of the school evolve and
tim institution beconm attuned more finely to outside concerns.

As a result, the job might challenge an experienced ad-
ministrator who lois decided he is no longer interested in a
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MARKETING FOCUS

presidency and views the job as a final one i'xivering
year span- prior to retirement. if the position were filled by a
person intent on building a large stuff of subordinateS, the
possibilities of connid with operating department heads would
he considerable.

Possible Objectives
Since this is -a new concept for higher education,

number of objections Lan he raised. First of all, the job does not
directly contribute to the education of students and cosi must
be considered in this light. But hopefully it will be indirectly
beneficial to students by fostering a more current and more
efficient organizational setup that is student centered.

Another object km would be that it is not viewed as a
position which has long range career benefits, yet the demands
on the incumbent would be conskierable. It would require an
unusual person, but each college/university would only require
one position. Consequently. the limits on position expansion
nationally are (wife narrow,

Financial remuneration should be high in order to at-
tract a capable and ambitious person. Possibly the salary
categOry shonid be near the top of the administrative schedule
for the institution. However, goals and objectives need to beestablished and productivity should be carefully monitored
from the start. If these are not established, as a slaff job, it
would be easy lo have i1 drift ineffectively along.

An industrial Counterpart
Industry has a position which is reasonably analogous

to the college or university Director of Marketing. This is theproduct manage:. The product manager is used in multiproduct
companies to coordinate various business activities (e.g.. sell-
ing, display, advertising, product scheduling) for a specific
product. Prior to the development of the product manager con-copt the top marketing person was responsible Tor all products,
and the groWth of the number of products finally made his job
Much too involved to tho point that he could no longer coordi-
nate the functions of advertising, selling, etc. As a result, for ex-ample, the production department might not produce enough,
production units to meet the advertising plans established by

proniutional personnel. Today. it is the job of the product
manager to bring the different functions together, e.g.. to make
sure that advertising is not wasted because of insufficient pro-
duction.

It must be acknowledged that the product manager
system . has not worked well with all firms.- The major
drawback has been 'the problem of having responsibility, for
instance, to see that a certain number of.productiGn Units are
made but having no line control over the production process.
Another drawback is that industry often has used the product
manager position as a training position for young managers
who tended to have short job tenures.

In considering the position being recommended.for the
college and university, the conflict problem (responsibility ver-
sus authority) must be considered; and consequently, the place-
ment of the job al a top level is being suggested lo at tempt to
resolve it. Also critical is the suggestion lhat the Director be a
mature experienced administrator who is paid a salary com-
mensurate with the potential he can offer the, institution. This
will add to the prestige and status of the position.

Summary
The purpose of Marketing in a commerical organizationis to help tho company focus outwardly in attempting to better

understand its clients. From the pilot study conducted by the
aothor, it appears lhat many differont departments 'and func.
lions in an institution of higher learning are involved with
marketing. As examples, one can point out that counseling is
involved with assessing current clients; admissions finds the fit
between the school 'and potential clients; development in-
terprets the activities of the institution to others, etc. But the
problem is that each of these often lakes place with little coot..
dination with the'Others. The proposal in this article isle give atop level staff administrator the, responsibility to bring related
marketing functions together to help the institution to focus bet-
ter on its constituencies. 'As ono President observed, "We're
doing a lot of things, marketing-wise, in different places, but
wo need to put it all together," A Director of Marketing in high-
er education can help put it all together for the benefit of the
school and society,

1The study was sponsored by HEW's Fund for Improvement of Pastsecondary Education. The results are reported in Understahigher education, lune, '1974, 22 pages. -ng the clients of

.2For detailed discussions, see: Ham, E. H. Marketing higher education. In D. W. Vermilye(Ed.), The future in the making---Current issues in higherEducatioa San Francisco: lossey-Bass, 1973, pp. 56-67. Also see: We must market education. Chronicle of Higher Education, April 17, 1972, p. 8. Marketingmismanagement in higher educationWorking
palm Rochester Institute of Technology, October, 1971. Marketing revisited: Clarifying concepts andstrategies. The College Board Review, Winter 1974-75, pp, 7-9.
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AN EXAMINATION OFABILITY TO PAY AND COLLEGE ATTENDANCE
COSTS ACCEPTED BY THE STUDENT AND THE FAMILY

Proposed solutions to the financial crises currently fac-
ing American colleges and universities most often focus on the,
role of the student and family in.paying for the costs of higher
education. just as it appears certain that the costs of higher
education are likely. to continue to increase, it appears equally
certain that the student and family will be asked to pay more,
indeed, quite likely, a larger proportional share, of the educa-
tional costs.

Recent proposals to increase the student's and family's.,
share of the costs-,of higher education have been based on a
plan to charge students according to their ability to pay, while
direct tinantial aid would be used to assist those students who
are unable to meet their share of the costs of college attendance.
Ability to pay, it seems, becomes the answer to the question of
how much more the student and family will have to pay.
Ability to pay has thus emerged as a critical concept in most
discussions of financing higher education.

Ability laPay and College Attendance.
Already a factor in -determining the costs of college at-

tendance, for many students as a part of stUdent aid need
analysis, ability to pay is now systematically determined, by
analysis of parent and student resources in order to calculate
how much a student/family could contribute toward the costs of
college attendance (ACT, 1972, p.17). The amount of financial
aid needed is then calculated as the difference between ability
to 'pay and the costs of college attendance set by the college._
Ability to pay, as determined by need analysis, was defined as
Computed Ability to Pay (CAP) for the purposes of this study
(Jones, 1975).

Computed Ability to Pay, which was viewed as an ex-
ternal perception of the amount the family could contribute
toward college costs, was seen to have an internally determined
counterpart, the Estimated Family Contribution (EFC), which
for this study was considered as the student's and family's esti-.
mute of the amount they would.pay for higher education, as
determined by what the student expected to spend to attend
college.

In recognition of the influence of perceptions of
economic status on educational plans, it was the purpose of this
study to examine the relationship between CAP and the EFC
and to examine the relationship of CAP to the costs of college
attendance accepted by the student and the family. Although
ability to pay, as determined by need analysis, is not an ab-
solute determination of what a student/family Must pay, will
pay, 'or does pay for higher education, the relationship of CAP
to the EFC and the relationship of CAP to the actual costs tic-
cepted by the student and family were viewed as basic to an
understanding of college selection and the college attendance
costs accepted by the student and the family.

Specifically, four basic questions involving the stu-

Lorry G. Jones, The University of Georgia

dent's and family's,ability to pay and the costs of college atten-
dance faced by the student and' the family were examined in
this study. The first question dealt with the relationship bet-
ween the student's and family's CAP and their EFC. In a rel-
ated examination, the relationship between the computed con-
tributions expected from parents and 'students and the esti-
mated contributions from parental and .student resources
toward the costs of college attendance was also examined.

Comparative costs of college attendance among the
. 'several colleges the 'students seriously considered attending
were examined in analyzing the second research question,
while the relationship between CAP and the costs at the college
the student attended was the subject of the third area of in-
vestigation.

The final research question examined the difference
between underpayers and overpayera, those whose EFC was
much 'less than their CAP and those whose EFC was much
greater than their. CAP.

Data for the research involved in this study were taken
from the data deVeloped for the College Investment Decision
Study conducted by McMahon (1074) whicti included student
and family inforrriation obtained from the American College
Testing Prvgram's ACT Assessment, and a special question-
naire administered in the -fall of 1972; family financial informa-
tion based on the ACT Family Financial Statement; and infor-
mation on the college the student attended based on data con-
tained in -the American Council on Education's Institutional
File.

The Relationship Between The Student's and Family's
Computed Ability To Pay And The Estimated Contribution

In the first analysis, statistically significant differences
were found between the mean CAP and the mean EFC,for the
total study sample and by family income groups. For students
from families with incomes under $10,000, the mean EFC was
significantly larger than the mean CAP; the mean CAP of stu-
dents from families with incomes over $10,000 was signifi-
cantly larger than their mean EFC.

Clearly, CAP for college. as determined by need
analysis, is not a good indicator of what students expect to pay
to attend college,

Students from families with incomes under $10,000
reported they expected to pay significantly more for a year of
college than their CAP suggest they could pay; students from
families with Incomes over $10,000 reported they expected to
pay significantly less for a year of college than their CAP would
suggest they could. The data suggest that students from families
with incomes under $10,000 arq,spending more for college than
current standards for determining ability to pay would imply is
reasonable. While it can be further concluded that students
from families with Incomes over $10,000 are paying less than
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COLLEGE ATTENDANCE COSTS

their CAP would suggest they could, the concept of CAP does
not include determination of how much a student must or will
pay for college. It is intended only to give some indication of
how much a student/family could pay in light of family finan-
cial circumstances.

The reasonably consistent mean EFC through the
family income groups indicates that the average student/family
finds it has to pay around $900 for a year of college. and that
students who could pay more simply do not find it necessary to
do so in order to attend a college suitable to them. Although
questions concerning why students spend as much or as little
as they do to attend college, or whether they would spend more
if it were necessary, were .not dealt with in this study; the find-
ings do suggest that conclusions about how much students will
spend based only on how much they could spend should be
drawn with caution.

The Relationship Between Computed Parent and Student
Contributions and Estimated Parent and Student
Contributions Toward College* Attendance Costs

As CAP and EFC are composed of parental contribu-
tions and student contributions, differences in the computed
and estimated contributions from parents ;Ind students toward
college attendance costs were examined so that the CAP-EFC
differences might be better understood.

Differences between what a student/family could
spend for college attendance costs (CAP) and what the stu-
dent/family expects to pay for college (EFC) are primarily

differences between the Computed and Estimated Parental
Contribution toward college attendance costs.

Comparisons by level of family income between the
Computed and Estimated Parental Contributions toward col-
lege expenses revealed significant differences, while the com-
parisons between the ComputeAend Estimated Student Con-
tributions toward college attendance costs from student
resources indicated no significant differences between the two.

The data revealed that students from families with in-
comes under $7,500 estimated their parental contribution
toward college attendance costs to be-higher than the CAP, and
that students from families with incomes over $10,000 esti,
mated smaller parental contributioni than was determined
possible by need analysis computations.

As the eStimated Student Contribution toward college
attendance costs was found to be similar to the Computed Stu-
dent Contribution and fairly consistern through the family in-
come groups, it was the parents who made up thc CAP-EFC
differences, or in families with incomes over $10,000, who
"saved- when CAP exceeded EFC.

It apppars that the parental contribution toward college
expenses may he determined by. the amount necessary to meet
the cost of college attendance after the student's contribution is
considered.

The findings suggest that need analysis is closer to
reality when it assesses contributions toward college expenses
from student resources, and they may well confirm the need
analysis assumption that student resources aro either directly
or indirectly used principally for college expenses.

Figure 1
A.SUMMARY OF THE DIFFERENCES BETWEEN COMPUTED ABILITY TO PAY (CAP) AND E

CONTRIBUTION (EFC) BY FAMILY INCOME GROUP
ATED FAMILY

Family
Income
Group

No.
of

Cases
Mean
CAP

Mean
FIC

Mean
Diff..

Under
$3000 225 $507 $949 4442*

$3000
$4999 232 $494 $897 3*

. $5000
$7499 341 $536 $867 ,-$331*

$7500
$9999 6 $736 $907 -$171*

$1(1)00
$14999 607 $1348 $9 7 $431*

$15000
and
Over

$2146*

Total
Sample 2141 $1232 $913 $319*

'Significant al Ihe .01 level of confidence



Larry G ones

Figure 2
A SU MARY OF THE DIFFERENCES BETWEEN COMPUTED AND ESTIMATED PARENTAL AND STUDENT

CONTRIBUTIONS BY FAMILY INCOME GROUP

MEAN PARENTAL CONTRIBUTION MEAN FITMENT CONTRIBIJI1ON

Famity
Intome
Group

Na
of

Cases Computed Estimated
Mean
Duff: Computed

Under
$3000 225 $503 $409* $413

$3000
$4999 232 $93 $540 $447*

$5000
$7499 341 $138 $492 _54* $397

$7500
$9999 369 $471 $113 $378

$10000
$14999 607 $935 $524 $411* $413

$15000
and
Over 369 $2533 $488 $2045" $55_

Total
Sample 2143 $805 $503 $302* . $427

Esti- ed
Mean

$357 $44

$375 $22

$436 - $58

$452

$409

$20

$101

$18

'Significant at the .01 level of confidence

Figure :3

A SUMMARY OF THE DIFFERENCES BaWEEN THE COSTS OF COLLEGE ATTENDANCE AT THE COLLEGE
ATTENDED AND TWO OTHER COLLEGES CONSIDERED

Cost of
College
Attendance

No.
of College

Cases Affended

MEAN COST OF ATTENDANCE

College Mean
A Diff.

No.
of

Cases

MEAN COST OF ATTENDANCE

College College Mean
Attended MIL

Estimated
Cost of
College
Attendance 1699 $1823 $2105 $2820 1297 64 $2 65 01'

Computed
Cost after
Financial
Aid 1699 $589 $1795 - $1206 1297 $637 $1989 $1352'

Computexl Net
Student Cost 1699 $1364 $1963 - $999' 297 $1409 $2086 77*

'Significant at the 1 level of confidence
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The Relationship Between the Costs of College Attendance
at the Colleges Considered by the Student and the Costs of
College Attendance at the College the Student Attended.

Cost luf college attendance data were available for as
many as thre colleges for students included in the study, in-
cluding the college the student actually attended and up to two
other colleges the student seriously considered attending.

On the basis of the data reported by the student, it was
found that, on the average, the student chose from among those
seriouily considered the college that was least costly in terms of
the base cost (the Estimated Student Cost of College Atten-
dance or EOCA). that was least costly when the base cost was
discounted with non-repayable scholarships and grants (Com-
puted Net Student Cost or CNSC), and where the immediate
costs of college attendance had been further reduced by a fi-
nancial aid Package that included scholarships, grants, work-
study, and loans_

While some _of the cost differences anionglhe colleges
may reflect the more detailed reporting of financial aid at the
college attended or a willingness on the part of the student to
accept work-study and/or loans in greater amounts at the col .
lege he or she really wanted to attend, it was assumed that the
financial aid reported by the student recfresented the best offer
the college thought it could make to the student.

It was not possible from the data available to determine
whether the student attended the college because it was least

costly or- whether the least costly of those considered was the
college the student wanted to attend, but only that the college
attended was the least costly of those considered. Nor was it
possible from the data to determine-whether the student had
thought about other colleges, but because of cost did not
seriously consider attending any of them. Although it would be
improper to infer cause and effect from the findings, the find-
ings do suggest that students did, for some reason, enroll in the .

colleges thcy found least costly to attend.

The Relationship Between the Student's and Family's
Computed Ability to Pay and the Costs of College
Attendance at the College the Student Attended

The mean Estimated Cost of College Attendance,
(ECCA), the unassisted base cost to the student, was found to

,be significantly larger than the meati CAP for all students and
for students from all families with incomes under $15,000: the
-differences in CAP and ECCA resulted primarily from
differences in CAP through the sample and family income
groups. The fact that ,ECCA was found to be rather uniform
throughout the sample and the family income groups may sug-
gest either that there is less price choice in college attendance
than is usually assumed or that there is an upper limit to the
college costs that most students/familiek will consider.

It is clear from the data, however, that the unassisted
cost of college attendance for most students is significantly

Figure 4
A SUMMARY OF THE DIFFERENCES BETWEEN COMPUTED ABILITY TO PAY (CAP) AND THE COSTS OFCOLLEGE MTENDANCE AT THE COLLEGE THE MUDENT ATIINDED BY FAMILY INCOME GROUP

Family
Income
Group

Under

No.
of

CaSes

Estimated Cosi Of
College Attendance

Mean
CAP Mean

$3000 224 $508 ¶1812

$3000
$4999 228 $497 $1864

$5000
$7499 338 ¶_. 7 $1770

$7500
$9999 362 $734 $1747

$10000
$14999 601 $1350 $1 '2

$15000
and
Over $3077 $1814

Total
Sample 2118 $1232 $1803

'Significant at the .01 level of conichrice
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CAP
Diff,

Computed Cost After
financial Ald

Mean
CAP

Computed Net
Student Cost

Mean
CAP
DIM

$12

-2 $571*
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$564 $56 . $1408

$659 $162 $1461 $964'

$2 $1295 $758'

$520 $214* $1269 $535*

$625 $725' $1381 7 $31

$618 $2459* $1383 $1694'
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greater than current methods of need analysis suggeit Stu=--
dents/families can afford without substantial financial assis-

,
tance.

Scholarships and grants, which, do not have to be
repaid and may be considered adiScount to the base cost of col-
lege attendance, were found to reduce the cost of college atten-
dance an average of- $1,360 for all students. The Computed Net
Student Cost (CNSC) for students from families with incomes
over $15,000 was significantly below their CAP, at about the
same level as cAp for students from families with income bet-
ween $10,000 and $14,999, and significantly higher than. the
CAP for students from families with incomes below $10,000.

The total Financial Aid Package awarded the student,
including loans and work-study as well as scholarships and
grants, served to reduce the immediate costs of college atten-
dance to about the same level as CAP for students from
families with incomes under $7,500 and to reduce the immedi-
ate costs of college attendance to levels significantly below the
CAP for students with family incomes over $7,500. In the cases
of CNSC and CCFA, the costs resulting from student aid
awards were fairly consistent throughout the sample and
family income groups. with no apparent relationship between
the aid awarded and the amount of need demonstrated by the
student, even though the total aid package did appear to meet
the immediate needs of the students from families With lower
inconies.

There was little evidence, however, that student aid,
either in the form of scholarships or grants, or in the total Fi-
nancial Aid Package was tied to the CAP of the students in the
study. The differences which were found to exist between
CAP and the several casts of college attendance were more the
result of differences in CAP among the family income groups
than they were differencbs in the Estimated Student Cost of
College Attendance, COmputed Cost After. Financial; Aid, or
Computed Net Student Cost to students from different family
income groups.

Differences Between Underpayers and Overpayers
Differences in underpayers. those who reported spend-

ing at least $1,500 or less than their CAP to attend'college, and
overpayers, those who reported to be spending $1,500 or more
over their CAP to attend college, were examined for the pur-
pose of gaining-additional insight into the college costs, college
attendance, student/family affluence relationships. Selected
variables from the CIDS data file representing financial charac-
teristics, characteristics of the colleges attended, and student
and family characteristics ward used in statistical comparisons
of the underpayers and overpayers.

In the comparison of underpayers and overpayers, sig-
nificant differences were found to exist between underpayers
and overpayers in stUdent characteristics, family charac-
teristics, student and family financial characteristics, and in the
characteristics of the college attended. Underpayers who were
found to have more impressive financial characteristics were
receiving more student financial aid, in addition to living at
home and attending less costly colleges, all factors, which com-
bined, keep their costs of college attendance below their CAP,
Overpayers, on the other hand, who were from less affluent
families, and often broken homes, -were receiving less student
aid to attend more selective and more expensive institutions.

Although It was expected that underpayers and over-
payers would differ in the areas of family finances and the
costs of college attendance, other differences discovered,
specifically ih the student and college characteristics, run

Larry G. Jones

counter to expectqlions and to currently held ideas about who
goes where to college. Alsia:the findings-dealing with the finan-
cial aid to overpayers and underpayers are inconsmt with
the current philosophy of stUdent aid on the basis of need.

Implications For Financing Higher Education and for
Student Financial Aid Policies and Practices

On the basis of the findings of this study, the proposals
to increase studen. tuition and fees as a meahs of providing ad-
ditional funding for higher education would have to be ques-
tioned. At the root of such proposals is the notion that students
and families who arc able to pay more of the costs of higher
education.a446,Data in this study. however, indicate that only
the students from families with incomes over $25.000 have
CAP in excess of the basic costs of college attendance. and they
represent a minority of the students in the study and in the cen-
sus data. For the students from families with incomes less than
$15,000, the majority -of students, the ECCA is significantly
greater than CAP at present college costs.

Although it could be cleimed that the findings suggest
that CAP is calculated too low, at least on the basis of the.EFC
toward the costs of higher education, the fairly uniform EPC
and costs of college attendance identified in the study may
more correctly represent what the -going cost'Z. is to attend col-
lege. If that be true, then oil but the upper income families, the
minority with the higher ability to pay, would have to make ad-
ditional sacrifices or concessions as the costs of college atten-
dance increase. Also, of course, it is not at all clear that those
who could pay more would pay more tu attend college, since
students from all family incomes and CAPs were found to be
attending the least costly of the institutions they seriously con-
sidered attending, an indication that some colleges -may have
priced themselves out of the market already and that even the
affluent may be cost conscious when it comes to higher educe
tion -

Direct student aid, which is usually a part of proposals
lo increase student tuition and fees as the means by which fi-
nancial assistance is provided to students who are unable tu
pay the higher costs, was found le reduce the costs of college at-
tendance to the CAP level for students from lower family in-
comes in this study. Student aid, however, was also found to
reduce the costs of college attendance for students from-higher
family incomes to levels significantly below their CAP, which
may well be an inefficient use of student aid funds.

Whether ur not financial aid inducement was neces-
sary to attract students with CAP into higher education is
unknown. However, if the financial aid Was a necessary in-
ducement to the more affluent student, a sizable portion of any
student tuition and fee increase would have to be plowed back
into financial aid for all students, not just the needy, and the
goal of having students liay according to their ability to do so
would still be only a goal. Rather than increase tuition and fees
to all students and then give them all more aid, it might be as
practical to leave tuition and fees alone and divert the financial
aid money given to those who do not need it hack to the general
fund.

The findings of this .study would indicate that the con-
cept. of Ability la Pay as a basis for deteirmining student costs
should be made a working tirinciple in financial aid ixtfore it
bet:times a financing priority.

Although student aid based on financial need is sup-
posedly a working principle in student financial aid. practice,
there was little evidence in this study to support that as fact,
The findings of this study are even more'surprising in view of

231



COLLEGE ATTENDANCE COSTS

the fact that the students included in the study had to have corn-
pleted Farnily Financial Statements which, would have been
available to the financial aid officer, Although there is no com-
mitment on the part of the college to follow the need analysis
findings in making financial aid awards, one presumes ,that
need analysis is more than just a formality in ihe student aid
p roces s.

The cost competition implicit in the findings 'may be a
eause-or'a -result of the financial aid policies_pructiced by the
colleges. In either case, the evidence which indicates- that stu-
dents attended the least ctmtly college of those they considered
attending has obvious implications for financing higher educa-
tion and serious implications for sludents aid practice.

Cost competition at the basic cost level (ECCA) did not
appear to be so severe and perhaps is not so serious in view of
the established cost differences between public and private in-
:dilutions. Some would s4 that different costs for diffeomt in-
stitutions are, in fact, a healthy thing. The more insidieus cost
competition stems from the use of financial aid as in induce-
ment or recruiting device to -attract students rather than as a

'means to provide assistance to those who need aid to attend:
The significant differences between colleges in the Computed
Cost After Financial Aid (CCFA) and the CAP-CCFA
differences for students from upper income families suggest
that student aid may have been used as a means of attracting
students%

If the data do suggest evidence that students are being
bought with financial aid, this practice is a serious misuse of fi-
nancial aid and college resources and should.be corrected. One
of the purposes'of the development of need analysis and the
determination of ability to pay was to eliminate financial aid
competition and the resulting inefficient Use of institutional

funds Moon, 1959, p. 342) and this remains an equally worthy
goal in today's student market and institutional financing erisis
(Winkler, 1974.

The fact that EFC for students krom famil4s with in-
comes under $10,000 exceeded CAP may indicate that CAP
was too low if the EFC represented what the student actually
could pay for college. if. on the other hand, EFC represented
what the student had to pay to attend college, then the college
cost and financial aid figures would be too loW. For students
from families with incomes over $10.000. CAP was sighifi-
cantly.larger than EFC, which may indicate that the student
would not pay more than EFC or that the student did not have
to pay more than EFC. Which of the several possible meanings
EFC has in specific cases has important implications for stu-
dent aid and college financing practices.

Conclusion
As the expectation that the student and/or the family

will pay a greater share of the cost of postsecondary education
becomes more prevalent, it is increasingly important to under-
stand how much money.the family is able and willing to pay for
higher education. If the student's and/or the ability to
pay is not un important factor in a student's decisiop to attend
college. or a particular college, then considerable money that
could be utilized elsewhere in higher education is being
wasted on student.aid or lost through low tuition (West, 1963,
p. 94). If the student's and/or the family's ability to pay is in-
fluential in college attendance, then more should he known
about judgments and perceptions concerning ability lo pay. As
they seek relief from their financial crises through increased
cost hi students, colleges and universities cannot ignore the stu-
dent and family's ability and willingness to pay.
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LET US END THE TUITION DEBATE

For the last five years, one of the major issues confront-
ing higher education has been the level of tuition charged in
public institutions. Economists, sociologists, legislators, mu- .

di nts. administrators of public and private institutions of high-
er ixlucation, commissions, professional societies, and political
parties have all taken positions on this issue. Unfortunately, the
length and intensity of the debate has not provided any clear
guidelines on what tuition levels should be. Every year the
same arguments are repeated, and yet tuition levels change for
reasons which are not Well understood.

'Ile debate reached its peak during 1973 when the Car-
negie Commission on Higher Education and the Committee for
Economic Development (CED) independently recommend, '
significant tuition increases. The Carnegie Commission (1973)
recommended that tuition levels at public institutions should
remain -relatively' low for the first two years of higher educa-
tion, but that tuition charges for upper division and graduate
levels should eventually rcach a level equal to one-third of
educational costs. The underlying objectives for these recom-
mendations were:

1. Maintain low tuition charges for the lower division
io encourage access,

2. Allocate increased resources obtained from higher
tuition chalges to financial aid programs to offset the
impact of higher costs on low-income students.

3. Reduce the tuition gap between public and private
institutions, and

4. Preserve the -mixed system- of financing higher
education in which costs are borne by students,
parents. taxpayers, and philanthrepiS'ts'.

Some negative reactions to the recommendations
prompted the Commission to release in April 1974 a statement
clarifying the impact and intent of the recommendations
(Boffey, 1974). This statement recognized some -major errors"
in estimating current tuition levels and de-emphasized the ob-
jective t reduce the tuition gap between public and private in-
stitutions. The Commission indicated that direct state support
should be made available to private institutions, therefore
eliminating the need for sharp increases in their tuition
charges. ;'

The recommendations of the GED released in October
of 1973, centered around the financial difficulties faced by col-
leges and universities. Six alternative steps were listed: -(1) in-
creased inceme through higher tuition, (2) increased Support
from government, (3) larger gift income. (4) greater oveiall effi-
ciency in the use of resources, (p) reduction in programs, or (6)
,sorne combination of these" (Committee for Ecdnomic pe,velop-
ment. 1973). The CED recommended that tuition charges be in-
creased,until they reach approximately 50% of instructional
casts within the next 5 years.

The recommendations to increase tuitions were coun- '

Hobert , University of Illinois, Champaign

tered by reports prepared by the Association of American Col-
leges (AAC), the Association of American Universities (AAU),
and the National Association of State Universities and Lamb
Grant Colleges (NASULGC). These proponents for loW tuition
levels argued that higher levels would be contrary to American
traditions for low cost edmation. The impact on access was a
major concern expressed in these reports.

The debate on the level of tuitions continues. Virtually
every issue of The Chronicle of Higher Education reports on
another proponent or opponent of high tuition levels. The tui-
tion debate is an abstract one at best and is dne which mixes
emotion and theory. The remaining part of this paper will docu-
ment the lack of impact of the Commission's and CED's recom-
mendations to increase tuitions and will attempt to describe the
actors and the forces which actually affect the establishment of
tuition policy.

Impact of the Recommendations to Increase Tuition
Charges

The pressure to increase tuition charges has been very
evident for the past five years. As a result of numerous factors,
including student demonstrations, competing public services,
and inflation, public institutions of higher education have beim
faced with limited resources. Tuition income has been con-
sidered a revenue source which can complement tax revenues
and, as Tables 1 and 2 demonstrate, tuition charges have been
increasing steadily every year.

However, the fact that tuition charges have increased
does not necessarily slippert a philosophy of high tuition nor a
move to the one-third to one-half instructional cost recommen-
datiens. An analysis of Tables 1 and 2 shows that ne
change has taken place as a result of the Carnegie Cemmis-
sion's or the CED's recommendation. For State and Land-Grant
Universities, the percent change -.in 1974-75 is significantly
smaller than in four of the previous five years.

Table
CHANGES IN ANNUAL TUITION AND FEES*

1970-71 Through 1974-75
Four-Year Public Institutions

Tuition and Fees Percent Change
1970-71
1971-72
1972-73
1973-74

5 1974-75

395.
1439

465.
496
551

111 4%
5.92
7.10

.)
*SOURCE: The Chronicle of Higher Education, volume vIII, No. 25,

March 25, 1974, p. 10.
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Table 2
TREND IN CHARGES FOR ANNUAL TUITION AND

FEES*
STATE AND LAND-GRANT UNr/ERSITIES

Percent
Year Amount Increase

If the trends in changes in tuition charges do not repre-sent a philosophical agreement on high luitioti. then it is neces-
sary to analyze the process under which such decisions are
made. Such an analysis will be la:I-formd in the next section
using the State of Illinois as a hist case.

The Decision Process to Establish Tuition Levels - The1965-66 $331.00 _ Illinois Case1966-67 333.00 7.07%
A. The Aclors --1967-65 351.00 5.56

To describe the prouss under which decisions are
1'4613-69 360.00 2.42

-70 430.00 19.44 made on public tuition charges. the actors affecting the pro-1970-71 452.00 5.23 cc:4s must be 'dentine& ,1971-72 4132.00 6.52 1. General Public - Role: TAXPAYER - The general1972-73 517.0(3 7 37 public through the power of the vole can affect tin-1973-74 520.00 .48 lion policy. 'This group. already overburdened by1974-75 531.00 2.11 slate and federal taxes. may actively participate to
support an increase in tuition or user charges to*SOURCE: National Msociation of State Universities and Land-Grant

Colleges, September 1, 1974.
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!Ming public services, limited sources ni funds, and
a great risk whenever taxes are increased, the
legislative and executive hranches delermitii! the
share pf higher education costs to be obtained Imm
gerieral taxes and the.share_to be obtained from tui-
tion income.

3. Students and Their Parents - Role: CONSLIMER -
As consumers, students and their parents advocate
the continuation of low tuition charges.

4 Administrators of Public Institutions of Higher
&location - Role: CORPORATE - College and
university administrators determine and describe
the financial needs of their institutions and work to
obtain sufficient resources to meet their objectives.
Faced with liraited general tax resources, ad-
ministrators logically may seek increases in other
sources of income, such as tuition income

5. Coordinating Boards - Role: ARBITRATOR - Such

FEDERAL
GOVERNMENT

hoards find themselves in the mithlle of the decision
process because they attempt to represent both stale
government and higher education. 'Hwy mcognize
hoth the limitations in stale resources and the needs
of higher education.

The interaction between the at:tors is described in
Figure 1, The Political Flow, and Figure 2, The Flow of
Resources.

These actors represent their own interests in the deci-
sion -ess, Each is exposed to the at:atlemic rationale pro-
posed to support high or low tuilitin. and yet, they do not appear
to be affected by Ihe various arguments as each makes its own
recommendations on the level of tuition charges.

An understanding of the decision process can be ob-
tained by describing the process experietwed in the fiscal year
1973-74 affecting public tuition levels in Illinois for fiscal year
1974-75.

Figure 2

FLOW OF RESOURCES

STATE GOVERNMENT

TAX REVENUES

PERSONAL USER

INCOME SALES TUITIONS

STATE SUPPORT
TO PUBLIC

INSTITUTIONS

TUITION
INCOME
(TAXES)

PUBLIC
SERVICES

STATE STATE FINANCIAL
SUPPCRT TO AID PrCSPAMS
PRIVATE
INSTITUTIONS

PUBLIC ,

NSTITUTIONS
PRIVATE

INSTITUTIONS

TUITIONS
(USER TAXES)

TUITIONS
(PRICE)

USERS OF HIGHER EDUCATION

STATE SUPPORT
TO STUDENTS

SOURCE: Winter, An analysis of the effects of tuition and financial aid policies in tomorrow's trnoem lives today. The Association of Institutional
Research, 1973, p. 176.
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Table 3
TUFTION CHANGES FOR THE UNIVERSITY

OF ILLINOIS

Annual
Tuition

Percent
Change

Percent of
Instructional

Costs
1969-70 $246 12.13%
1970-71 321 30.29% 15.44
1971-72 396 23.36 19.35
1972-73 496 25.25 24.06
1973-74 496 21.22

B. The Illinois Scenario
1. In December 1970 the State of Illinois Board of

Higher Education (BUIE) approved the concept of
establishing tuition charges fur public institutions at
one-third of undergraduate instructional costs. This
decision led to the increiet.s for the University of Il-
linois listed on Table 3,

2. In his budget statement on March 1973, Governor
Walker reaffirmed his position to not increase any
taxes in the State of Illinois.

3, In the fall of 1973 the public institutions of higher
education in Illinois were facing the third consecu-
tive year of limited resourceS.-The future did not
look promising.

4. The Board of Higher Education had formed a Tui-
lion. Task Force and it was expected that the one-
third cll. instructional costs concept would be
reaffirmed, leading to an increase in tuition for fiscal
year 1974-75.

5. On November 14, 1973 President John E. Corbally,
jr. of the University of Illinois recommended to the
Board of Trustees that:

-11 deemed necessary in the light of recommenda-
tions of the Board of Higher Education concerning
the 1974-75 budget levels and concerning 1974-75
tuition levels, the Board of Trustees of the Univer-
sity of Illinois expressed its intention to support the
financial needs of the University by adopting tui-
tion levels up to those tuition levels outlined above

(a $90 or 19 percent increase)." (Tuition Policy
and Tuition for 1974-75)

This recommendation was made recognizing that
"there is no real support in theory or in philosophy
for" the BI=IE position that tuition should approxi-
mate one-third of undergraduate instructional costs.
The major rationale for the recommendation was
that "the resources available to thu University are
not keeping pace with the costs of inflation" and that
"increases in state tax support of higher education
will not, in and of themselves. keep pace with the
increased need for resources." (See Table 4, Stale
Resources Allocated to Higher Education.)

6. In January 1974 the BHE recommended a 6% in-
crease in the tiiiiion charged in public institutions.
The Board of Trustees of the University of Illinois
recommended in February a 12% increase.
Southern Illinois University propOSed a reduction of
tuition charges to respond to a significant decline
(over 25% ) in enrollment in the past few years.

7. The decision to 'net-page tuitions resulted in state-
ments of opposition by students and their parents.
At the University of Illinois, the Undergraduate Stu-
dent Association prepared a report describing the
impact of increased tuitions on students from mid-
dle income families, The Association of Illinois Stu-
dent Governments, a lobbying organization, ex-
pressed its opposition to- the Governor and key
legislators. All these efforts did not appear to be
sufficiently effective to stop (he momentum toward
higher tuitions.

C. The FinaLpecision
Given this scenario, it was apparent that, after two

years, tuitions were going to increase, but tuition charges were
not changed for fiscal year 1974-75 because Governor Walker
indicated that, consistent with his policy to not raise taxes, tui-
tions would remain a t 1973-74 levels and the expected increase
in income would be replaced with general tax funds.

According to political analysts, taxes were a major
issue in the 1974 election for Governor in the State of Illinois.
Although most political analysts felt that the State had been
well-managed during the administration of Governor Ogilvie,
the fact that he had implemented a personal income tax ap-

Table 4
SlATE RESOURCES ALLOCATED TO HIGHER EDUCATION

IN THE STATE OF ILLINOIS*

'Allocations to Higher Education

Fiscal Year

Total State
General

Tax Revenues

Operations
and Grants

(A)

Scholarship
Program (ISSC )

(B)
Retirement

C)

Percen
Allocated

to (A)
1970-71 $2,552,130,100 $394,175,000 $35,539,000 $21,309,800 15:44%1971-72 2,769,300,900 392,320,600 42,170,000 14,665,500 14.17%1972-73 3,153,592,400 415,617,500 59,955,100 17,777,000 13.18%
1973-74 3,567,000,000 460,825,100 65,099,500 19,882,100 12.95%1974-75 3,854,000,000 489,212,300 72,485,000 24,660,400 12.69%

'General tax revenues include personal income taxes, sales taxes, and user taxes.
'SOURCES: FY71 to FY73Annual Reports prepared by the Department of Finance.

FY74 and FY75-111inois Appropriations prepared by the State's Comptroller_

236

250



peared to have been a major cause for the election of Governta:
Walker who slated during his campaign his opposition to in-
cn:iises in any and all taxes.

Governor Walker's decision to oppose tuition increases
and replace the expected increase in income with general tax
funds was consistent with the mandate given to him. and
pleased ,all the actors affected by the decision. Students and
their parents did not face higher costs, the Legislature was not
faced with a difficult decision, college and university ad-
ministratom were successful in obtaining needed resources.
and the Board of Higher Education was able lo match slate
resources and higher education needs.

An analysis of the events leading to the decision to
establish tuition levels for 1971-75 reveals that each of the ac-
tors had an opportunity to a [fed the decision process and that
each based its position on its own interests.

The Future of the Tuition Debate
The previous analysis indicates that, at best, the argu-

ments presented by the negie Commission. CED, AAC. AAU,
and NASULGC are umbrellas under which various interest
groups attempt to justify their positions. The debate about
public tuition levels centers about the interaction of govern-
mental branches and administrators of public colleges and
universities with coordinating boards acting as "middlemen.-

Given the limited impact of various rationales which
support high or low tuitions, an effort must be made to define,
the process by which tuition levels are established which is
most beneficial to public institutions Of higher education, The
description of such a process requires a definition of the role of
tuition charges: tuitions at public institutions have been er-
roneously treated as the price of purchasing education resulting
in attempts to relate the price to the cost of education; tuitions
are, in fact, a form of user taxes and Public institutions of high-
er education act basically as agents for the state as tax collec-
tors.

Currently, three models for the establishment of tuition
charges and for income control can be identified:

1, Tuition levels are established by public institutions
of higher education: tuition income is deposited in
the state treasury and is appropriated to the institu-
tions. This is the case in Illinois,

2. The institutions establish tuition levels and control
the income. This is the case in Ohio.

3. Tuition levels are established al the state legislative
and executive level and income is appropriated to
the institutions. This is the case for colleges in
California.

The first alternative provides most disadvantages since
the institetion can be placed in the position of being a propo-
nent for higher tuitions, and because tuition income is ap-
propriated by object-of-expenditure categories which limit
budget flexibility.

The second alternative has the advantage that no ob-
ject-of-expenditure restrictions exists. One misleading charac-
teristic of this alternative is that, since the institution has

Holert Winter

authority to levy and control tuition income, it may raise or
lower tuition charges according to the resources received from
general taxes. hut since both the legislative and the executive
branches of government can very easily estimate the potential
income derived from tuition, they would proliably dppropriate
general taxes on the basis of total institutional needs.

The third alternative places the tuition decision in the
hands of the agencies that determine all levels of taxation. The
legislative and executive branches of government evaluate the
needs for all state public services and determine the availability
of all resources.

Each of the alternatives has some limitations from the
point of view of public institutions of higher education: they can
depict these institutions as proponents of high tuition levels and
they can limit budget flexibility.

The author believes that the third alternative is the
most beneficial for public institutions of higher education,
because it places the decision on tuition levels where all mat-
ters of public policy and taxation should be resolvedat the
governmental level. This alternative permits college and
university administrators to remove themselves from the tuition
debate and to devote their efforts to the identification of the ob-
jectives of their institutions and of the resources required to
achieve them. Having ended the tuition debate, emphasis will
be placed on the major concern expressed by current debaters:
access.

Fears that financial aid programs will not be supported
at appropriate levels do not appear well-founded since state
government's increased their contributions in fiscal year
1974-75 by more than 25% over the year 1973-74
(Winkler, 1974).The best guarantee for appropriate support to.
financial aid programs is to end the tuition debate and all actors
who participated in that debate concentrate their common
efforts and judgments on access. Such judgments may consider
an analysis of personal and social benefits on the basic argu-
ment that all qualified citizens are entitled to a college educa-
tion with the absence of financial barriers.

Conclusion
During the past five years, the debate on the level of

public tuitions has been very intense, reaching its peak during
1973. An analysis of the process to establish public tuition
leVels demonstrates that the debate has had no significant
impact. This process involves the general public, state govern-
ment. students -and their parents, college and university ad-
ministrators, and coordinating boards; each of these actors at-
tempts to affect the decision process by representing their own
points of view.

Since tuition policy is not established on the basis of
economic or social rationale, it is recommended that the deci-
sion on the level of public tuitions be placed in the legislative
and executive branches of government, where all matters of
taxation are resolved.

The end of the tuition debate will result in a shift
toward the issues which really concern the current participa-
tors in the debate: the needs of higher education and access.

Batley, P. M. Carnegie clarifies 45 stand on public-college tuition, The Chronicle of Higher Education April 1,1974 (VIII), p. 1,

The Carnegie Commission on Higher EducatiOrt, Higher education- Who pays? Who benefits? Who shbuld pay? A report and recommendation
by The Carnegie Commission on Higher Education, Hightstown, 111.; McGraw-Hill, 1973.
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MEASURING STUDENT SUCCESS

The OECD project "Measuring Student Success" has
the following four objectives: (a) the development of a new
methodology; (b) a detailed analysis of selected studies as an
example; (c) the transferability of methods and results on an in .

ternational level; and (d) first steps toward an institutionalized
system for all of Austria.

The Project was carried out by the Austrian Federal
Ministry of Science and Research and was supported by a
substantial donation of Shell Austria. The first phase of the pro-
ject was completed at the end of 1974 and the results were sub-
mitted to the second General Conference of OECD-CER1-
IMFIE. The report on the investigation and the various con-
tributions have been publiShed (Otruba, 1975; Sauer, 1975;
Steinbacher & Hoellinger, 1975; Strigl & Traunmueller, 1975)
and may be obtained from the OECD and the authors.

Klaus Strigl and Roland. Traunmueller,
Johannes-Kepler University, Linz, Austria

Models and Methods
The aim of the system is to obtain planning data from

operational administrative data (grades, registrations, courses,
study rules) (Figtire 1). They should mainly serve as indicators
which reflect the academic success in its relation to students,
rules, and institutions.

It is essential that the method can be applied con-
tinuously. from- which the following problems arise:

1. Only such data may be used that are stored as part
of the operational administrative processes.

2. Because of the long durations of the sections of
studies (at least 2-3 years), an investigation into the
examinations terminating the sections of studies
(diploma examinations) alone is of relatively little
relevance. Although special attention has been

Figure
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STUDENT SUCCESS

focused on them, il is much more important for the
continuous measurement of the study patterns to
analyze the study events during a section of studies.

3. There is a feedback of the student from the various
administrative acts to the system (registration of a
semester, registration of courses, examinations on
courses). The degree to which these ad-
ministratively ascertainable -signs of life"' relate to
the student's respective position during his studies
is varying.

4. The academic study regulations determine the posi-
tion of one event in the course of studies.

From among the functions listed the taking of ex-
aminations is the only achievement criterion, being most im-
portant. All the other functions (feedback to a certain semester,
registration of a course) are important only if regulations, or
usage create a close relationship with the taking of examina-
tions. In many European training programmes this does not ap-
plY.

Also, the position within the training programme of a

course successfully passed cannot be determined in many
study programmes offered at European, and particularly al
German-speaking, universities. The freedom of teaching and
learning has led to many passibi/ities of choice. They, range
from the academic study regulations providing for a great nurn-
ber of subareas, alternative subjects and exchange

240
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possibilities, to the concrete course-offer of the university,
whk:h provides for the objective norms of the academie study
regulations for a number of courses, so that these requirements
can be met.

Thus, the student has many possibilities and has even
more because of the fact that at German-speaking univer-
sitiesunlike other university systemsthere are only few
limitations concerning the sequence of courses. Only in rare
cases is a hierarchical sequence obligatory through the system
of -personal application." Furthermore, a student may use an
academic success (e.g,, a seminar which he passed in Opera-
tions Research) to meet various requirements of the academic
study regulations. The position of the examination taken de-
pends mainly on the context of the other examinations taken as
well as on the specific choice Of the student (alternative sub-
jects).

Different study flows, etc., can only be compared if the
actual academic success is transformed into objective
academic success, Figure 2 shows the respective basic
schema. This schema becomes much more complex if the
different possibilities of complying with une single provision of
the study rules are taken into account. Figure 3 shows some of
these possibilities: (a) OR-combinations on the various
hierarchical levels of the study rules; (b) equivalences in the
course-offer; (c) date, sequence of examinations, and
possibility of repealing them at the candidate's choice,

Figure 2
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Figure 3 also shows the context sensitivity, of the crediting
algorithm. Fin:her problems which have to be solved are: (a)
the representa:ion and coding of the academic study regula-
tions: (b) the "long-term course-offer- as a planning variable;
and (c) application and admission as operational bottlenecks of
the relation -examination."

The model of the objective academic success forms the
basis of the models of thu planning dimension (Figure ):

model of the objective study flow (discriminatory statistical
methods); model of the objective study pattern (classifying
statistical methods); model of the expected academic success
(prognosis model); simulation of changes in the academic study
regulations and in the course-offer and their effects on the
academic success.

In order to avoid repetitions and save space in this sum-
mary, the models and methods are discussed in connection
with the concrete examples contained in the following section.
In many prognosis and capacity models study rules are -im-
plicitly taken into account in the form of transition quotas,
course-load matrices, etc. (Schrammel & Griese, 1971; Dell-
weiler & Frey, 1972; Hussain, 1973). In all those cases where
such general analysiS becomes too approximate or if the global
values established for these quota are uncertain and disputed.
it may be indicated to fall back on the present detailed model.

Strigi and Trounmueller

Results and Interpretations
The first investigation concentrated on the study

programme Business Administration (609 students who began
their studies in the years 1966-1069); in addition, some
analyses were carried out into the study programmes Sociology
and Informatk:s which, however, posed difficulties of a statisti-
cal nature because of much smaller student figures (one-
fifthyThe drop-out rate observed (discontinuation and unsuc-
cessful studies for an excessive period of time) is fairly high:
for the first section of studies (2 years) 50% : for the entire
course of studies (4 years) two-thirds. It was striking that stu-
dents dropped out mainly at the beginning uf their studies and
that only a few examination results (positive as well as negative
ones) were available. We may draw the conclusion that the
beginning of studies as well as the adaptation period to the
university play an important role.

Four groups of study flow were defined: (a) successful
saidents. who complete their studies within the normal dura-
tion of studies; (b) -retarders", who require more than the nor-
mal duration of studies for successfully completing their
studies; (c) drop-outs, who discontinue their studies; and (d)
unsuccessful students, who stay at the university far beyond
the normal duration of studies without completing even part of
their studies. The normal duration of studies, is determined by

Figure 3
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STUDENT SUCCESS

distribution criteria and were equated for the study programme
Business Administration with the duration studies us
prescribed by law.

These four groups significantly differ from each other
with respect lo all essential variables of academic success such
as grades in exereises, number of examinations taken, ex-
amination date, etc. It was also possible to differentiate them by
means of the discriminatory analysis. A factor analysis of all
these variables yielded only one factor, "academic success.-

The study pattern was further differentiated by means
of the cluster analysis (Reichl & Weinzinger), whereby grades
and dates when certificates in exercises of the first section of
studies were obtained were included as variables. The analysis
yielded clusters which largel correspond with each other as
concerns their ranks according to grades and examination
semesters. This means that students who study fast are, at the
same time; those Who obtain good grades in the examinations,
which corresponds well with one single factor as a result of the
factor analysis

A typical example for behavioural patterns revealed by
the cluster analysis is shown in Figure 4. The highly differenti-
ated success and difficulties may be interpreted in the follow-
ing way: There arc groups of students with more verbal talents

Figure 4
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ami such with more formal-abstractive talents. The first group
has difficulties with the mathematical-statistical subjects, the
second one with the legal subjects. Another possibility of in-
terpretation would be that examinations have a typical barrier
function, since students with otherwise normal academic suc-
cess fail in one single examination (usually legal subjects).
Here, institutional influences might effect the study flow, as
was proved in an analysis of the grading patterns of examiners,
Th cluster analysis of the study pattern and behaviour further
suggests that successful students rationally plan their studies,
whereas unsuccessful students very easily engage in uncoordi-
nated attempts.

For the prognosis of the academic success two models
were developed: (a) a cluster model, based on the n-dimen-
sional distances from the centre-points of the groups; and (h) a
friction model, which is very similar to physical friction equa-
tions. The exactness of the prognosis for the first section of
studies was 63% (successful students, retarders, unsuccessful
students) and 64% (success/dropping nut). It was surprising
that this percentage can be achieved with the grades of the first
six months of studies. The prognosis values were based on ex-
planatory models with a relatively simple structure; by em-
pirically using further parameters according to the "trial and
error- procedure, the percentages may even be improved; in
such case, however, the explanatory value of the model is
reduced,

It seems remarkable that a prognosis can be made al
such an early dath. It may be used as an individual prognosis
that helps to improve the aid extended to the student within thc
existing psychological counselling services. As a collective
prognosis, it may allow for a rapid supervision of the success of
university policy Measures. Assuming that it is the small feed-
back of the system to the individual that effects high drop-out
rates as well as delays in studies, such a feedback of success in,
an information system might become highly important for the
gludents.

Based on the findings of the investigation, we at-
tempted to prepare a global theoretical model of the study flow,
starting from the fact that personality factors, interaction fac-
tors, and institutional factors mutually determine the study
flow. With these concepts the following hypotheses may be for-
mulated (see also Fig. 5).
(H1) Social factors prevent access to the university for a great

number of potential candidates.
(112) Social and mental factors control the decision of whether

or not to study and the choice as to the study programthe
or university town.

(H3) The extent of the student's adaptation to his studies dur-
ing the first few semesters basically determines whether
or not the studies can be completed. Lack of adaptation
leads to dropping out.

(114). Primarily mental and interaction factors determine the
adaptation in the second place institutional and social
factors.

(H5) If the students manage to adapt, personality charac-
teristics and interaction factors determine the individual
speed of tudying.

(116) The average speed of studying is mainly controlled by in-
stitutional factors.

(H7) If problems arise during the studies, they mainly origi-
nated in the personality; i.e., in social and mental varia-
bles. If the burden and stress caused by wch problems
are rot eliminated, institutional factors as well lead to
dropping out.



(H8)

(H9)

By means of specific and institutional measures, drop-
ping out may be prevented even in mental problem
cases.
Even though the entire system changes cybernetically
and adapts itself, this is of little practical significance
because of the excessive periods of retardation. Changes
must therefore be supported specifically from outside.

Transferability on an International Level
The transferability of results and methods commanded

particular interest. The expert confrontation on this project in
Baden/Austria (May 2-3, 1974), the report of the OECD evalua-
tor, Bretscher (1975), as well as the presentation and discussion
at the 2nd General Conference OEGD-CERL-JMHE in Paris
(January 20-23, 1975) concentrated on this problem.

Results can be transferrednationally and interna-
tionallyonly cum grano salis. Experts from the Scandinavian
and Benelux countries, France, Switzerland, and Germany
found that the following summarj Of results corresponded to
their experiences despite different systems of studies in their
countries.

. 1. The beginning of studies, i.e., the adaptation of the
student to the institution "university," is of decisive
importance.

2. The study pattern is largely constant.
3. Success groups of students can be clearly defined.
4. On the basis of the continuous examination results,

Strig/ and Traunmueller

indicators can be established at an early date which
discriminate between these groups.

The transferability of the methodology developed de-
pends, as generally assumed, not so much on different
ministerial study regulations and types, such as the detailed
elaboration or academic study regulations, but rather on the Oc-

tent of intermediate results obtained before the student com-
pletes one section of studies. In the absence of academic study
regulations many questions would have to be answered by
comparing average study patterns of earlier semesters.

In the meantime, the cantonal government 'of Geneva
has decided to use the above methods at the Univetsity of
Geneva.

The National Institutionalization
A second phase of the project will be carried out in

1975/76, mainly-concentrating on the possibilities of transfer-
ring the methods developed to further universities. In addition,
various seminars, lectures, and training courses will deal with
a continuation of methodological basic research and training.

The second phase of the GERI project is paralleled by
the prOject -Central University Data Bank- (head of the project:
E. Reichl). The target scheme for it has been laid down in'the
system scheme for the future use of EDP in the university ad-
ministration (Reichl & Traunmueller, 1974).

Thus, a national-strategic information system -Stiidien-
bereich" will be available for the university management by
the end of 1976.

Fi ure 5
A GLOBAL THEORETICAL MODEL OF ME STUDY FLOW

personal factors personal factors
social origin of mental origin

nteractioa factors institutional factoro

tudcrts
cia ion
Q 3 ud dapta average

u atio o
udi
s'

indiv.
duration
-tudies

retarders

/// Starting points for
university policies

2.113: Graph of the hypothesis

-rder

no access to university

\
dropping out

2 5

problem
cases

z
0

243



STUDENT SUCCESS

Bret whet-, R (Alit NtiC(V.S.S: A 5); i .11 Iym Whlia/0111 rep)tt, Paris: ()LCD Docunaini INIHEIGC-274.41-A 1475.

Denweiler, & Frey, H. W. Simulatiot lelle fur die Hochschulplanung. Hannover: HIS-Brief 19, 1972.

sain, K M. Insti(utional planning nlockits in higher eclocatiop Paris: OECD-L)ocument 1MHE, 1971

-uba, L. Meawring stuik,ni success: A systematic titiitt ical analysis ohimtives of the project. Paris:, (JECD-D_ocument 1-1E/CiC/7439, 1975.

Reichl, E. R., & Traunmueller, R. Systemkonzept fur den kunftigen EDV-Ein in Hochschutverwahong Wien: Technical Report 13orideoninisterinin lur Wissenschaft und Forschung, 1974:

Reichl, E. R & Weinzir, r 1(3 preparation.

Satiel, G. Measuring studeoi succow A systematic tistical analysethe :study drld examination sy.stern iit the Austrian institutions of higherlearning Patis: OECD-1.-Tocurnent IMILE/GC/74.39, 1975.

Schrammel, D. & GtieSe, I. Pa Nnose-Inforina tit mssysten sl wigs-Information Ys Weinheim Basel: Verlag Julius Reitz,1971.

Si UlllhdF hit, W., & Hoellinger,
analysis. Paris: OECD Document IM1-1E, 1975.

244

i -tudent succf A systr rsticarana/ysi ohtical ant implication f tudent flow



THE CORRELATES OF UNDERGRADUATE STUDENT ATTRITION AT THE
UNIVERSITY OF MIAMI (FLORIDA)

The two basic variables which determine a university's
enrollment are the number of new students who matriculate
each year and the retention rate of students after matriculation.
In a period of declining enrollment of new students the only
possible means of maintaining a constant enrollment, not to
mention increasing the enrollment. is to increase the retention
rate of students. The purpose of the present study was
therefore to determine the possibility of increasing retention. It
was recognized that it is often necessary for students to transfer
in order to find an environment more suited to their needs and
abilities. Thus, our objective was to try to he as certain as possi-
ble that no aspects of the university environment Which might
he changed were causing students to transfer who might other-
wise find the university suited to their needs and abilities. Ob-
viously some- of the most important characteristics of a univer-
sity cannot easily he changed. The most significant aspects of a
university as far as any one student is concerned are the overall
characteristics of the faculty and of the other students. Aglin
(1965) devised a classification of universities which was largely
based upon the proportion of degrees granted in each academic
area. Such proportions are determined by an interaction of stu-
dent nd faculty characteristics. The characteristics of the stu-
dents and of the faculty are clearly the most impoetant features
of a university, but at the same time they are the most fixed and
unchanging aspects. However, certain relationships between
students and faculty, such as academic advising, might be sub-
ject to change. In addition there may be other aspects of univer-
sity life which are related to retention and which are also
amenable to change. It was, therefore, felt that il would he
worthwhile to attempt to determine if such specific entities as
cafeteria services, library services, recreational opportunities,
dormitory life, academic advising, and so forth were related to
retention.

There are many outstanding examples of research in
the area of student retention, but most of them, of which we
were aware, had an objective which was somewhat different
from our objective; we. therefore, could not duplicate their
methods in order to accomplish our objective. Mock and Yenge
(1969) compared,persisters and non-persisters on the basi's of
scores made on academic and personality variables. They also
compared the attitudes of persisters and non-persisters. toward
campus- characteristics; and these comparisons were quite
similar to the ones used in the present study, although specific
student services such as cafeteria services were not included.
Langlois (1972) surveyed non-returning graduate students in
regard to their reasons for not returning.'Such a method is also
similar to the method used here, but we found it necessary to
survey both returning.and non-returning students. Some of the-
predictors of persistence found by Astin (1972) were high
school grades and scores on tests of academic ability, being

Mott W. Steele, Univer5ity of Miurni

:male; being a non-smoker, and having high degree aspirations
al the time of matriculation.

Such findings are obviously vital in the basic research
concerning retention; but in relation to the present study they
demenstrate the reality that the student characteristics at any
one university are reIntively fixed, and that if anything is going
to bc changed in the interests of increasing retention it must be
some other aspect of the university.

In summary, the purpose of the present study was to
find aspects of the university environment which might be re-
lated to retention and which also might be subject to change by
the cooperative efforts of all groups involved, if there were
some evidence that such changes might increase retention. An
implied additional purpose ef equal importance was to locate
areas of university life which were not related to retention.
Thus, at a minimum it could he known where not to invest
university resources in programs designed to increase reten-
tion; and at most it would be known where such programs
would have the greatest possibility of success.

Method
The first method considered was simply to determine

the extent of student dissatisfaction toward a wide range of
aspects of university life and then assume that these areas were
related to retention, It is obvious, of course, that if persisters are
just as dissatisfied as non-persisters, then dissatisfaction
toward the urea is not related to retention even thouglyall stu-
dents combined may be highly dissatisfied. On the other hand.
even if students indicate high satisfaction toward a certain area,
the non-persisters may he significantly less satisfied than per-
sisters, and consequently the area would be related to 'retention
even though all students combined indicated high satisfaction.
It, thus, became evident that it would be necessary to compare
persisters to non-persisters in regard to attitudes toward the
various areas of life at the university. Ideally, such comparisons
should be made 1,,y administering the questionnaire during one
fall semester and waiting until the next fall to ascertain which
students were persisters and which were non-persisters. Also.
questionnaires could be mailed during one fall semester to stu-
dents who had enrolled during the previous fall and had either
returned during the fall in quesiion or had not returnefl. I3otb of
the above proceduNs require identification of studeuts hy
name. In the present study it was fell that students should not
be asked to identify thernSelves. primarily because many might
refuse to respond, and, thus, bias the sample. In addition those
who would complete the questionnaire-and identify themselves
might feel that such a request was improper under the eircum.
stances and also might not be as completely candid in their ,

answers. thus obscuring the -real relation between their at-
titudes and retention. We were, therefore, led to choose a third

5 9
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method of administering the questionnaires. We decided to ad-
minister them to airenrolled students and include in the quits-
lionnaire a questions;as to the students plans to return or not lo
return the following itli Seniors whe indicated dill they were
not returnMg bee:luso of graduation ,would not Is! included in
the data analysis; this method, of course, has the disadvantage
thIn Oudents may change their plans about returning.

Four questionnaires were designed which included 31
questions contwning university life in three major areas:
academic. social, anti student services. Each questionnaire in-.
clinled a question concerning pli)re; to return or not to return to
thh university. Each question wils answered by selecting one
point on a five-point scale reprhsenting degree of saCsfaction.
degree of adequacy, or probability of return. The question-
naires were administered in the Fall and Spring of 1972-73 by
meeting students al selected campus Imations (outside of
classrooms) and requesting each student to complete one of the
fOur questionnain;, A sample of fri im WO 10000 students at all
academic levels was obtained for ouch questionnaire.
However. in the analysis done for the present study. only
degofe-Seeking undergraduates were included. The percent of
students who refused to complete a questionnaire after being
asked to do so was estimated to be less than 10% . In a number
of earlier surveys it had been found that saMples of students
selected in-the Isa me campus locations have been representa-
tive of the entire student population within acceptahle probabil-
ity ranges.

Results
Etu:h question concerning altitudes toward an area of

student life was correlated, in a 2 x 2 chi-square lest, with plans
to return to the university. If the chi-square lest was significant
at p.05. the area in question was assumed to be correlated
With retention on a non-chance basis nd the degree of correla-
tion was derived by calculating the Contingency Coeffecient.

AR

Since all of the chi-square tables were of the same dimension (2
x the Contingency flAieffecient could be used to compare rel.
alive degrees of correlation across all areas,

In Table I the areas are grouped hy perception of
progress, faculty, planning assistance, and social life. Within
each group the areas are ranked from the highest relationship
to retention to the kiwest relationship as indicated by the Con-
tingency Coeffecient, The three columns under "Percent Dis.
satisfaction" include tite percent dissatisfied for persisters and
non-persisters combiaed and also include the percent dis.
satisfied for each of these grOups separately. A total of 12 areas
were found to be correlated with retention.

In Table 2 the-areas of university life which were not
correlated with retention are given. They are grouped by stu-
dent services. residence halls, planning assistance, and con-
cern about finances. Within each group the areas are ranked
from high to low according to the percent of dissatisfaction for
returning and non-returning students combined. There was no
need to indicate the percent dissatisfaction for returning and
non-returning students separately; since the differences in per-
cent dissatisfaction between the samples of two groups for each
of these items was not significantly different at p < .05. it was
necessary to assume that they were equal in percent dis-
satisfaction. A total of 18 areas were found not to be correlated
with retention.

It can be seen in Table I that the students' perception of
progress toward academic and career goals had the highest cor-
relation with retention, The overall dissatisfaction with
progress toward academic goals was relatively low (25% );
however. 45% of the non-returning students expressed dis-
satisfaction toward acadernic progre§s, while only 16% of the
returning students were dissatisfied. The same general pattern
of responses occurred for the four items related to facultya
iclatively low overall percent dissatisfaction with faculty, but
significant.differences in dissatisfaction between returning and

Table 1
OF SrUDENT LIFE WHICH WERE CORRELATED WITH RETENTION

Perception of Progress

1. Toward Academic Goals
2. Toward Career Goals

Faculty

3. Quality of Faculty
4_ Availability for Consultation
5. Quality of Courses
6. Involvement Outside Class

Assistance in Planning

7. For College Expenses
8_ For Careers
9. Selecting Major Courses

10. Selecting Non-Major Courses

Social Life

it In Residence Halls
12. Friendliness of Students
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Percent Dissatisfaction Contin ency
MI
Stds.-

Stds.
Leaving

Stds.
Returning Coefficient

25% 45% 16% .285
26% 47% 18% .285

23% 38% 18% .192
29% 43% 24% .185
22% . 32% 19% .126
57% 73% 55% .125

43% 59% 38% .18-I
47% 60% 41% .161
37% 46% 33% .119
50% 59% 46% .119

63% 79% 60% . .146
45% 59% 43% .113



nen-returning students: In the are6 of assistance in planning,
four iterils were correlated with retention while, as can be seen

. _
in Table 2, three items in thp planning assistance area were not
correlated with retention. The planning assistance items were

.'designed to be component areas of abademic advising.
However, the item.phrased "ecademie idvising" Was itself not
correlated with retention (see Table 2). Another somewhat in-
Consistent finding 1.vs that "assistance in planning for college
expenses" wal correlated with retention, while aConcern about
financing college expenses" was not correlated with retention.
Although 64% of all students expresspd concern about fi-
nances, the ones who planned to return showed as much con-
tern as those whe planned to leave. In the area of social life,

: two items were. correlated with retentionsocial life in resi-
dence halls and "friendliness of students.",

In Table 2 it can be seen that none of the service areas
_were correlated with retention, although the dissatisfaction of

all studhnts combined reached a high of 61% in the case of ad-
mlnistrative services. Three arees of life relating to residence
halls were not Correlated with retention, although one of them.
"suitability for Study," waS found`to be unsatisfactory by 84%,_
of all students combined.

In Figurel two bar graphs are showiras.a.n illustration
of the fact that an area toward which all studentb (persisters
and non-persisters) show rebtively low dissatisfaction may be
related to retention. In the case of faculty, only 22% of the stu-
dents expressed dissatisfaction, but the non-returning students
were significantly mere dissatisfied (32% ) than were the
returning students (19% ). On the other hand, 81% of all stu-
dents expressed dissatisfaction with the administration, but the

%
70%
40%
50%
40%

20%
10% "I

10%
20%
30 %
40%-
50%
60%
70%
80%

Matt W. Steele

Table 2
AREAS OF STUDENT LIFE WHICH WERE NOT

CORRELATED WITH RFTENTION

Percent
Dissatisfaction for all
Students in Sample

Combined
Student Services

1. Administrative Services 81%
2. Services for 'Commuter Students 71%
3. Information Concerning Services .. 63%
4. .Registration tor Courses 55%
5. On-Campus Recreation 49%
6. Health Center 41%
7. Cafeteria Services 40%

Guidance Center 39%
9. Security Services 36%

10. Off-Campus Recreation 28%
11. Library Services 15%

Residence Halts

12. Suitability for Study 64%
13. Residerke Hall Staff 40%
14. Compatability with R ate(s) 16%

Assistance in Planning

15. For Degree Requirements 46%
16. Selecting a Major (not 'Courses) 43%
17. Academic Advising (overall) 43%

Financing College Expenses

18. Concern bout Ability to do 413 64%

Figure 1

COMPARATIVE CORRELATIONS OF FACULTY AND ADMINISTRATION

A

PERCENT
SATISFIED

PERCENT .

DISSATISFIED

WITH
FACULTY

0. 6
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STUDENT ATTRITION

returning and non-returning students were not significantly
different in their expressed r.dissatisfaction toward the ad-
ministration. Both groups were highly dissatisfied,- hut since
there was not a significant difference between their percent of
dissatisfaction, dissatisfaction with the administration was not
by itself a cause of student attrition. In-spite of the relatively
high satisfaction expressed toward faculty, it was an area
which was related to retention.

In interpreting- the results of this study it should 6:2
borne in mind that the presence of a -correlation between at-
titudes toward an area and retention does not imply that dis-
satisfaction toward the area is causing students to leave. The
presence of-a correlation does mean that the area is a likely can-
didate for causing attrition. However, the iibsence of a correla-
tion implies that the area by itself is not a cause of attrition.

Discussion
The objectilm of the study was to locale areas of univer-

sity life which might be subject to change and which also might
he related to retention. An additional objective was to locale
areas of university life which' were not related to retention, The
esults indicate that the entire area of student services was not

related to retention and, therefore, none of the service areas
were indiVidually the cause of attrition.

Unfortunately the areas of university life which were
related to retention are less anienahle to change than the stu-
dent service areas would be. Flowever, it seems clear that the
major.correlates of retention are in the academic area; and it is
of some value just to know this, since initially it was assumed
the causes might be in either the academic or non--academic
areas. Additional studies Would be needed to proceed with cer-
tainty in defining the specific elements of the academic area

which might cause attrition, although hypotheses for such
studies are possible, That starting point of an hypothesis would
seem to be an examination of what is included in progress
toward academic and career goals. Certainly the existence of
such goals would be necessary in order for progress lo be made
toward them. Possibly more active steps should he taken to
make more students aware of the range of career goals which
ate open to them and of the various academic paths leading to
such career goals. With greater knowledge of the range of
possible goals, the prebability of at least having a goal would be
increased. Also. many students may lose interest in their
original goals and need assistance in selecting alternative goals.
In general the present results indicate that additional studies in
the field of student planning assistance and the relation,of such
planning assistance to progress towagt academic and-daieer
goals would be Most likely to yield information concerning the
causes of attrition.

Conclusion
The basic conclusion is that the correlates'of retention

are primarily in the academic area and, furthermore, that such
correlates are related to progress toward academic And career
goals. However, these cOnclusions apply only to one university
The asped of the study most likely to be or value to other
universities is the methodology by which any college or univer-
sity may assess specific areas of its environment for possible
correlates of retention. Also many variations and improvemrts
of the methodology described here arc possible. Examples
-would he the use,of factor analysis, more speeific definition of
areas of the environment and comparisOns based upon actual
return to or departure from the university, rather than upon 7

plans to return or depart at some future date.
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STUDENT REACTIONS TO COLLEGE:
HOW STUDENTS FEEL ABOUT THEIR COLLEGE EXPERIENCES

Alienation may replace'sex as the most popular subject
at cocktail parties if psychoanalyst Alfred Messer'(1968) is'cor-
rect. "Campus upheavals and union struggles hre symptornatic
of, our times and of the general confusion and feeling of
estrangement"(p.5) he argues, while others, speaking .from a
different perspective, believe campus upheavals were not
rebellion& "This is not a rebellion," they say, "We are not a
rebellion. We are not necessarily fashioning ourselves as a sort
of anti-image to our parents. It's just that we have grown up in
an'anvironment that was very, very different from the depres-
sion, and we're , entirely different people. See, it's not a
rebellion - it just happened" (Norowitz, 1968. 'p-20).

Whether they were rebelling, or .whether it was just a
happening, the 1960s and the- early 1970s saw students ex-
pressing themselves in dramatic, sometimes violent, ways- At
about that time, a group of congressmen visited a number.of
campuses across the country, talking with students to see
'they could determine for themselves the reasons for the ten-
sions that had been causing campus unrest. Their report to the
President of the United.States concluded that "on campus after
campus we found widespread criticism from students Who feel
unable to communicate with administrators and faculty_ They
believe that no channel is open to them to make. their viewS
known (Congressional Record, 1969),

Although today's students may be less vocal, certainly
less demonstrative, the need for creating a logical, systematic
way for them to express themselves has not diminished, Open
admissions has opened the doors of postsecondary edUcation,

..and,.according to Cross (1973). we now have new kinds
of students with new needs on our doorstep and
we aren't quite surd that we know what to da with
them . . students differ in consistent and signifi-
cant ways from the students that higher education
has served in the past.

Their abilities differ; their expectations differ.
As We think alujul serving this new clientele, we need

to be aware of the student as consumer, and we need to deter-
mine how students are rem:ting to their educational CX-
periences, From n pragmatic point of view. We should be aware
that in a World of competing demands or options for learners,
we must address ourselves to the needs of the student-con-
sumer.

Moreover, from a philosophical permits:11.m we need to
do this because WO exist only because students exist, and we
have an obligation to determine to what extent we can, anil
should, adapt our institutions to the needs of the learners.

The now clientele brings with It changes ie altitude
toward isampational choice, toward modes of instruction',
toward extrn-curricular activities, and toward till of the awes
which are of concern to them As students, Since these altitudes
may change substantially in it very short time, the concerned in.

Walter T. Schiien r. Educational Testing Service

stitution will want to consider institutional self-study as a con-
tinuous process, and may wish to periodically sample student
opinion in order to determine the- perceptions of students
toward institutional programs and services, and -in order to
make 'decisions about revision only after thorough. considera-
tion.

Student Reactions to College (SRC) was developed for
the primary purpose of providing students a vehicle for
systematically _expressing their view& Systematic, non--
threatening and anonyrnous expression is probably fur
superior to the intuitive approach, and providewthe collegeits
faculty, administrators, trusteesinformation of considerable
value about day-to-day activities, and can be very useful in
longrange planning -activities. In contrast to the typical inquiry,
SRC- provides a method for permitting students to express
themselves about areas of concern to them. A 150-item ques-
tionnaire, with space tor 20 locally written items. SRC items
focus on 10 major areas; instructions and classroom ex-
perience, studying, student goals and planning, counseling and
advising, administrative regulations, class scheduling and
registration, student activities and cultural affairs, living,
faculty contact, and lihrary and bookstore_

In the spring of 1974 SRC was pilot' tested in 22
publicly supported two-year colleges in the United States, and
one two-year Canadian institution. The colleges were dis-
tributed geographically acroSs 13 states, and ranged in student
population from 259 to about 6200. Although originally created
for use by two-year institutions, it is our belief, based on work
with a number of four-year institutions, that the items have
equal relevance for those institutions, and a slightly modified
four-year version will be available shortly. With the exception
of 4 of the 150 items, the current version may be mist al the
present time-

How Samples Were'Chosen
Colleges which participated in the pilet project had, in

some CIi SIN. expresseil an interest in SRC:, others were invited
to participate, Although we attempted to iiclOve geographical
balance, as well as a balance of innercity und suburban institu-
tions. the basic college selection included an element of self-
selection, At least one institution was ahnost entirely blia:k, and
five institutions Were primarily Mexican-American. This paper
does not reflect differemeg between types of institutions.

Tho student samples at each institution were chosen by
lite -institution, as were the subgroups and method of ad-
ministration. We attempted to have ii minimum N of 500 at catch
institution, but the N varied both in numbers and percentage of
the tolid. student Imputation.

Form of Administration

263
!Ansi institutions administered SRC-during regularly
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STUDENT REACTIONS

: scheduled class periods. Several institutions used a mail pro-
cess, and these institutions encountered some difficulty id hav-
ing completed questionniwes returned to the institutional
researcher. All responses were anonymous.

Usable responses were received from alkiut 7500 stu-
dents, of whom 50% were male, 44% female. and 6% either
did not know or did not indicate sex.

Ages tended to_ he distributed across a broad range.
with the largest group *of students (4104) in the 18-19 age
categoly. Fourteen of the respondents were 60 years of age or
older. Almost one-quarter of the respendents were married,
11% indicated they wore Afro-American, Negro. or black; 10%
wore Asian, Asian-American, or Oriental: 7% were Native
American; 5% were Latino, Chicano or Mexican7American:
and 55% identified themselves as being Caucasian or White.
Of the sttidents 29% were enrolhA for fewer than 12 credit
hours. and 03% had-been enrolled al the college al least one
previous semester. Almost one-fifth of the students in the sam-
ple were veterans. The students were distributed across a
broad spectrum of curricular enrollments. but 43% indicated
that, completion of the prognim in Which they were enrolled
eventually led to al least a baccalaureate degree. Over one-fifth
of the students were employed full-time, and another two-fifths
were employed part-time.

., In analyzing and presenting results, several considera.
lions become iMportant. I have tried to emphasize the impor-
tont feelings of the 7500 students, while recognizing sizable
minority disagreements when they occurred. There are no
magic numbers. A 15% unfavorable response in one institution
may he considered to be acceptable by one institution, highly
unacce'ptable la another. The instrument should7 ideally be
used to identify areas of concern which require ftirther in-
vestigation by The institution.

While this paper includes responses to the origina1,171
items, there are a number ontems which seem to have particu-
larrelevauce or importance Let me begin with items relating to
Instruction: While 37% of the respondents indicated their in-
structors almost never had trouble understanding the students:
problems. 01% of the students said this was the case, at least
sometimes. Sixty percent said their instructors often or almost
always geared instruction to the students' interests and abilities
(only 7% said this was almost never the case); 311% said in-
structors often or almost always had been unable to explain a
topic in a way students could understand: 69% thought instruc-
tors often or almost alwayS respected student points of view
different from their own (only 5% said this was almost never
the case). When asked whether instructors really listened to
student questions and discussiens in class, 70% of the students
.said instructors often or almost always did, while 5% said their
instructors almost never did. When asked whether instructors
had been clear about what they expected of students, most stn.
dents said the expectations were clear, but 25% disagreed. Stu-
dents fell that instructors expected more of students outside of
class than they were Ilbh, or willing to give, as 70% believed
that to be the case in varying degrees. In a similar response,
30% believed instructors often or almost always piled on the
work without concern for die students' other academic respon-
sibilities, and another 30% said this was the case sometimes.
Most students thought instructors returned exatns and pawn's
with grades and comments soon enough to be lielPful to them,
although 15% said their instructors t 'd not do that, Most sto.
dents did mit participate In a courso-rel letl activity off campus;
but it was interesting to note that 00% mire interested in emit-
Inning pmctical work experience with their formal academie
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program:and were even willing to extend the time necessary to
complete degree requirements to do so. The majority of stu-
dents felt they knew how well they were doing in their courses
before they received grades. College course placement seemed
to be working, for Most students, but 17% said they were in
classes that went over material they already knew.

Counseling,and Advising
Students were dissatisfied with ease with which accu-

rate -information was obtained-50% feeling they had been
sent from one office to another while trying to obtain informa-
tion. Forty-one perceht had not talked with counselors about
future plans. but 21% said they had tried unsuccessfully to
meet with a counselor, and 81% had met successfully with
faculty advisors. Wrong or incomplete information about
programs or courses was given by a college staff member he-
cording to 29% of the students. Another 37% said they needed
help with problems connected with college attendance but
were unable to get that help.

Registration and Class Scheduling
Getting into classes was still a problem for some.

Registration procedures were a real burden for 40% , although
almost half had no such problem. Twenty-two percent said
they did not get the classes they wanted, and 35% had been
prevented by scheduling problems from taking required
courses. The majority did not feel that required courses had
kept them from enrolling in other courses; 20% dropped a
course because it was-not what the student wanted; 72% said
prerequisites did not prevent them from.taking courses they
wanted and, indeed, about 70% were in courses they wanted,
70% had no problems with rigid drop or add requirements..
Surprisingly, 45% wished to use a computer to cut down- on
form-completion time, a majority wanted the freedom lo enroll
in courses they thought they could handle,-without regard for
F-test scores or previous grades, and 43% would add more
days to the calendar to,allow students more time to work out
their programs.

Student Activities
The majority favored a student-run office, supported by

student fees, for advice concerning housing, drugs, birth con-
trol, and other non-academic concerns, An overwhelming 74%
favored cultural events on campusonly 9% were opposed.
Almost helf favored more activities for married or older stu-
dents; only-13% said organized social activities were not neces-
sary, but 36% said students do not care about much except get-
ting through college, and the same percentage said they did not
need the extra-curricular activities. Student government
received reasonahly good grades. Student government at least
sometiMes effectively represented the viewpoint of 73% while
21% said this was almost never the case. As in some other
areas, students had mixed feelings about student activity fees:-
Fees should be abolished for support of student activities,
athletics, student newspaper in the view of 39% of the stu-
dents, 33% supported thpm, and 24% were pot sure, Leaving
emntrol of students' out-of-class netiviitos entirely to students
was desired by 51% , aml the majority also were opposed to
disciplinary action for students' off-campus Hiegel activities.
For students in two- as well as four-year institutions, thinking
and planning for the future might be an obvious concern. In our
study, 54% had not looked throegh occupationel information to
learn more about job possibilities after gnuluation, In-
terestingly, exactly 54% also said they needed more information



about what the job market would be like when they left the col-
lege. They felt reasonably comforthble (the majority felt they
were getting what they needed frail the college), however, as
65% believed that the courses in which they were enrolled
were pretty closely tied to future job plans, and when asked
whether they knew what they wanted to do upon completion of
their program, 63% said yes (26% of these said definitely yes),
17% said they did not know, and 19% were unsure. It is some-
what unclear What role the college played in these decisions.
For example, when asked whether their occupational plans
had changed since they started their college programs, 30%
said they had, but 57% said their plans had not changed. Of the
students 46% said they did not prefer a field of study with
more definite job possibility than their present field, while 26%
said they would like such a field. Interestingly enough. only
12% said they would change their field if making that change
would not delay program completion (68% said they would not
prefer to change). How satisfied were they? Fifty-nine percent
said the college was set up to give them what they wanted, 22%
said it was not and 20% did not know. When asked later in the
questionnaire whether they thought the program of courses for
which they were involved was not really what they wanted.
only 16% responded positively,

How Did They Feel About Administrative Regulations?
They- were about evenly divided 46% said they had

had to go th=rough a long senseless administrative process. but
51% said they had not. One-fourth felt they had been inconve-
nienced by an administrative error, and 27% said that ad-
ministrative regulations had kept them from doing something
they wanted to do: 37% hail been angered by some administra-
tive action, but ohly 19% said publications were too lightly con-
trolled by the administration. An overwhelming 85% said the
rules and regulations were pretty relaxedand as a result they
did not feel hassled. Nevertheless, about one-fourth thought the
rules and regulations were made without student consultation,
hut there were still pleasedwith only 13% stating the campus
was not a friendly, comfortable place. and although
40% thought it was difficult to get their concerns known and
acted on. only 6% said they were not given the respect and
responsibility of adults. There were some interesting reactions
to items relating to campus freedom. For example.. while 29% .

favored student groups organizing, and meeting on campus
without administrative permission, 37% were against such a
concept. Most students were not in favor of denying permission
to non-students with extreme political or social views speaking
on campus. but 15% were in favor of such a restriction.

Library, Bookstore
Library hours satisfied 80% , while 64% were

generally well satisfied with library services. Fifty-five percent
were well satisfied with the bookstore. although 20% were dis-
satisfied.

Living
About one.fifih of the students Were seeking work and

wanted help in finding a job. In a related question about drop-
ping out because of money problems, 25% said they had given
it serious thought, hut 74% said they had nol. Costs of books
and supplies have been a problem for almost half of the stw
dents. Information about what is going on at school has been
easy to got for most students, Perhaps reflecting the returning
mother-student, one-fifth askial for a child care center on or
near campus,

Walter T. Schden,

Students Would Like
Students Wanted class assignments where several stu-

dents worked together. but were split on the question of inde-
pendent study, with 45% indiCating their preference for at least
one such course. 27% not sure, and almost 20% against. They
preferred grades based on day-to-day work rather than on a.
few exams and seemed to want to know how well they did
compared to other students. Only 34% asked for- non-graded
courses, while 41% were opposed to non-grading, They did,
however, indicate strong interest in credit by examination, over
60% favoring that option. When asked whether they preferred
written comments rather than grades, only 22% were in favor,
51% were opposed, and 26% did not knew. Students had
mixed reactions to the concept .of having student records and
transcripts show only courses successfully completed, with
30% in favor, 39% opposed, and 26% -with no opinion. Ap-
parently the same 30% wanted to record only gmdes in the stu,
dent's major field, and 39% were alio opposed to this. Only
15% were in favor of permitting a student to drop a course at
any time without academic penalty. Most students thought the
faculty were wetl.prepared for class, but 30% said instructors
had been unprepared at least once. The students were evenly
divided when asked if they thought their courses were taught
too much like high schools-'-46% saying yes, 46% saying no.
Students -generally felt help with studies was available when
needed, and about 30%- asked for a place on campus where
study with other students was possible. The need for a place to
study without being disturbed was indicated by 44%., another
30% said that was not a problem for them.

How does one summarize these findings? I find it quite
difficult to accurately capture the prevailing attitude, but some
points were quite clear:

I. Students felt instructors had trouble understand-
ing student problems.

2. Students said instructors tended to gear instruction
to students' interests and abilities.

3. Almost two-fifths said instructors had been unable
to explain a topic in ways understandable by stu-
dents.

4. Most students thought instructors respected points
of view different from their own.

5. Most students thought instructors really listened to
student questions and discussions.

6. Most students said instructors were clear about
what they expected of students.

7. Students thought instructors expected more of stu-
dents 'outside of class than they were able or will-
ing to give.

6. Students tended to think instructors piled on work
without concern for the students' other academic
responsibilities.

9. Most students thought instructors returned ex-
aminations and papers with grades and comments
soon enough to be helpful to them.
Although most students did not participate in a
coursir-related activity off campus, en were in-
terostml in combining practical work experience
with their formal academic pMgrams, and were
Mien willing to extend the time necessary to com-
plete degree requirements to do so.

Generally, altalents thought courses were pretty closely
tied to future job plans, they knew what they wanted to do
when they finishes!, rules and regulations were generally
relaxed, and most are net uncertain about whet they am gutting
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from college. The campus was perceived as being a friendly,
comfortable place to be, and the majority felt that the college
was "set up- to give them pretty much what they enrolled for,

, I would have to he optimistic, once again recognizing
that where even small percentages of students are unhappy or
dinsatisfied, the wise institution will make further inquires con-
cerning that dissatisfaction. SRC'was designed to reflect areas
of concern considered to be most important by students and
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staff members interviewed in its conception, anti to represent
areas in which a college has some freedom to act in order to
modify existing situations which may he undesirable_ As one
regional accrediting commission's draft report indicated, if the
efforts expended in self-study are to be justified, some kind of
action should result, At the very least. SRC; responses should
give campus planners and decision makers something In think
about,

A copy of the questions and tl-Ki responses may be obtained (Rim the authrit.

Cross, K. I, St./1.'1N thi new ciiootok4 for postsecondary matt(
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THEY DO COME BACK!
ENROLLMENT TRACKING AT -THE COMMUN TY COLLEGE

The Focus Upon Student Enrollment Patterns
The study cf student enrollment among colleges and

universities traditio-ially has focused upon student- attrition.
Student attrition is considered a serious problem because of the
human resources ..oss and because of the attendant financial
expenses for educating individuals. If the student drops out of
college prior to completion,- a community or the larger society
has assumed a financial burden without lhe requisite reward of
trained graduates.

tly its Own mission and design, the commun9y college
has made itself ripe for student attrition. Students in the Iwo-
year college, according to profiles by Astin (1972), are less
likely than, students in four-year institutions to persist, eVen
though it requires only two years of study for an associate
degree. Student attrition is a problem, therefore, to which the
community college has fallen heir both intentionally and unin-
tentionally.. The community college was established, among
other reasons, to meet expressed community needs not sup-
plied by other agencies. There also is the commendable aim of
the Iwo-year college to salvage residoal but undeveloped talent
and to enable persons to repair academic deficiencies before
producing to their capacity. Furthermore, open admissions
guarantees a heterogeneity in stillent uharacteristics and in the
variablessocio-economic status, aptitude, motiVation,
academic achievementmost often referenced as determinants
of attrition.

The phenomenon of student attrition, therefore carries
with it the concern of all educators and citizens. The assump-
tion is that maintaining a minimum attrition rate is a measure of
institutional accountability: What constitutes the acceptance
lev0 for attrition. however, has not been agreed upon. Thus,
the individual institution usually has had 10 decide its own
operational criteria for success or failure in student attrition.

. Numerous studies have been undertaken to learn the
extent of student attrition nationally, al the state level, and with-
in individual tWo-year colleges. Indeed, most educational in-
stilutions can present figures- to indicate the extent of student
persistmce or attrition, no. matter how such terms might be
operationalized. Clark (1960) found that i total of one of every
six entering full lime students eventually graduates. On data
presented from the dirt:ctors of Ihe Amerh:an Assoniation of
Community/Junior Colleges, Thnnon (1966) notes a national
average rate of 50% student attrition between the first and se-
cond years of the two-year college. Montgomery Community
College, Rockville, Maryland, reported that approximately 60%
of those students enrolled during the Spring 1970 class
returned to class the following Fall semester (Cell, 1973). City
University of New York reported a 62% one-year retention rale
for freshmen entering in September 1970, through its open
&mr admissions programs (Hay, 107 I) I imilly the NORCAL
Researth Group, a consortiten of California jdnior colliiges, in
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reviewing national statistics over an 8-year period, found that
sophomore enrollments were approximately 48% of freshman
enrollments (MacMillan & Kester. 1973).

Mercer County Community College has attempted to
understand student attrition more fully, as it resolves to adopt
an accountability measuic of student presistence. Steps toward
assuming responsibilities for eliminating or reducing the woes
of student attrition must be based upon initial understanding of
stUdent enrollment patterns. The gross number or proportion of
drop-outs, whether operationalized by academic periods or
years whether inclusive of all students or confined to matricu-
lated full time students, cannot supply the complete informa-
tion. Refined data on the patterns of student enrollment over
extended periods of time are needed so that a college can
develop requisite actioa,prograrns and services.

ProceduresAn Enrollment Tracking System
To meet these information needs, Mercer County Com-

munity College Ms developed a computerizixl tracking system
which follows Student enrollment by semester of 'entering
class. This tracking system Ceables data retrieval for both full
time and part lime entering students for each semester for a
period of six consecutive semesters after the initial term of
enrollmentseven total semesters: This longitudinal design
allows for interrupted studies, change of status from full to part
time, and imnsequent delays in program completion beyond the
four semester provision of a two-year associate degree.

The computer program generating the output is run
after the registration changes have been processed onto the Stu-
dent History File, usually about two weeks following the close
of the late registratim period each semester. A semester's run
of the output presents data for that entering class and the enter-
ing classes for the prior six semesters. For example, the Spring
1975 program run consists of continuous enrollment !nicking
data on the entering class of Spring 1975, as well as Fall 1974,
Spring 1974, Fall 1973, Spring 1973. Fall 1972, and Spring
1972.

A student's status is reported in 1 of 14 mutually ex-
clusive catiTories: EnrolledReturning Fell 'rime, Returning
Part Time, Full to Part Time, MIN to Full Time, Re-Admit Full
Time, Re-Admit Part Time, To Other Curriculum, Return Kill
Time From Other Curriculum, and Return Part Time From
Other Curriculum: Non-EnrolledNon-Rolurn Full Time,
Non-Return Part Time, Dismissed, Transferred, and Gradu-
ated, A cumulative figure records the number and percent of
the entering class attending the Colltige with each semester. In
each semester's output, the entering class figo re becomes the
base upon which all percentage distributions are calculated.

The system produces output generated for each -cur-
riculum of the College and for all programs comhined, and the
output is prodta:ed separately for freshmen, sophomores, all
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students, and the operationalized ubpopulations. The output
for each individual curriculum also shows student movement
between major programs. as well as change in student status
from the freshman to sophomore level.

Figure 1 is an example of generated output from the
computerized tracking system., In this illustration. the aggre-
gated enrollment patterns for the full time entering class of Fall
1972 (N= 13(14) are traced through Spring 1975. According to
the data provided. 72% of the full lime entering class for that
Fall 1972 semester returned to the College the next semester in
a full lime status. and another 7% returned part lime, for a total
attending figure Of 79% . That figureIhen changed over the sub.

. sequent four semesters to reflect various persistence, altritium
and re-admittance patterns.

As a complement to the computer facilitated tracking
system, the College surveys the poPulation of non-returning
students each semester. The survey is designed to provide em-
pirically derived data concerning reasons for non-return nnd to
discuss particular characteristics of thes:e former students. To
coincide with the survey instruthents, programming was
developed to enable data from the questionnaire to be lobo,-
ated, cross-referenced, and printed out by the College's com-
puter. Through such a program. the survey results can be ac-
cessed for the entire sample of respondents and for identified
subpopulations such as 'for particular curricula, departments,
or categories of students.2

Access to the College's Student History File and
Registration File has enabled retrieval of output exhibiting

Figure 1
STUDENT PERSISTENCE IN AND MODE OF LEAVING FULL TIME STATUS

BY YEAR OF ENTERING CLASS

ALL STUDENTS

SPRG 72

PERCENT

ENTERED

FALL 72

1384

SPRG 73

CLASS ENTERING FALL, 1972

FALL 73 SPRG 74 FALL 74 SPRG 75

PERCENT
72.20 45.50 36.60 7.60 5.20RETURNING F-T 1000 631 507 106 72

PERCENT
1.00 2.70 2.20 , 3.00RETURN IN G PJ

15 38 31 42
PERCENT

6.70 3.90 .3.20 3.60 2.20FULL TO PART TIME 94 54 45 51 31
PERCENT

1.40 .90 .90 .70PART TO FULL TIME
20 13 13 10

PERCENT
1.20 1.80 1.10 .90RE-ADMIT F-T

17 25 16 13
PERCENT

1.10 1.70 2.00 2.30RE-ADM1T P-T
16 24 29

PERCENT
1 79,00 54.40 47.10 17.70 14.40TOTAL ATTENDING 1384 1094 753 652 246 200

PERCENT
.50 17.10 .50GRADUATED

7 237 7
PERCENT,
TRANSFERRED

PERCENT
20,90 2.1.80 8.10 11 .50 2.10NON-RETURN F-T 290 303 113 -160 30

PERCENT
160 2,10 3.30 3.40NON-RETURN P- F

51 30 47 48
PERCENT

.90 .50 ,50DISMISSED
I 3 7 7 6

Mercer county Community College
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assorted demographic and biographiCal characteristics of the
non-returning students for Contrast with other populations.
Such generated output. thus, gives the College a third source of
information in its efforts to understand student enrollment pat-
terns.

Application
Application of the computerized tracking system

through the Spring 1975 semester indicates that the highest
persistence rate at the one semester tracking point occurred
with the Fall 1974 entering class= 79% returned full time and
84% returned either full or part time. Table 1 presents the per-
centage distribution summary of the persistence of full time
student enrollment by semester and year of the entering
classes. This exhibit facilitates a coMparison of persistence
data for each year from 1969 through 1975. Similarly Table 2
'facilitates aggregate comparison of the persistence of part thne
student enrollment by year and semester-of the entering classes
from 1970 through 1975.

E. Timothy Lightfield

Further attrition results have come from the surveys of
non-returning students. Findings frcm the survey.of the non-
returning student population of Fall 1973 to Spring 1974
(N= 299)3 reveal that thvmajority of the non-returning students
attended the College with a particular education objective.
Characteristically the major objective was preparation for an
intended occupation or for further education. According to
survey results, over 80% of the non-returning students who
were employed indicated that the College had prepared them
well or very well for that position: Similarly, over 80% of these
former students pursuing further education indicated that they
had been prepared well or very well for that education.

The output data for the College also is viewed with
respect to the patterns of intermittent enrollment. A number of
students are pursuing an erratic or irregular pattern rif enroll-
ment. attending one semester, -stopping-out" for one.or several

" semesters, and then returning to the College in subsequent
semesters.4

Tables 3 and 4. derived again from the utput_ data.

Table 1
PERSISTENCE SUMMARY OF FULL 11ME STUDENT ENROLLMENTS BY YEAR OF ENTERING CLASS

FALL & SPRING SEMESTERS, 1969-1975'

Full Time Students
Entering In:

One
Semester

Two
Semester

Three
ester

Four
Semest el

Five
Semest

Six
Semester

Gradumes By
Sixth seinester

Fall 1969
(N= 1119)

69%
(79% )

55%
(59% )

46%
(52% )

2,
(17% )

5W)

(9% )

2"/0

(3% )

29%
(n= 322)

Fall 1970
(N= 1151 )

69%
(77% )

51%,
(58% )

41%
(49% )

10W

(21% )
8%

(16% ) (7% )

25%
(n= 287)

Fall 1971. 75% 52% 45% 11% 8% 3% 32% .

(N 1291) (80% ) (60% ) (51% ) (20% ) (16% ) '(8% ) (n= 412)

Fall 1972 72% 48% 40% 10% 7% 18%
(N= 1384) (79% ) (54% ) (47% ) ('I 8% ) (14% ) (n= 251)

Fall 1973 72% 51% 46% 1%
(N= 1368) (77% ) (57% ) (53% ) (n= 13)

Fa111974 79%
(N-= 1433) (84% )

Spring 1970 64% 48% 30% 19% 4% 3% 27%
(N= 213) (71% ) (58% ) (43% ) (30% ) (11% ) (-10% ) (n= 58)

Spring 1971
(N= 250)

50%
(61% )

35%
(43% )

16%

(26% )
'I 0i3,

(19% )
3%

(9% )
2',(i

(7% )

16%
(n= 40)

Spring 1972 52% 37% 17% 11% 4% 5% 17%
(N= 236) (62% ) (48% ) (24% ) (20% ) (9% ) (-13% ) (n= 39)

Spring 1973 57% 41% 20% ) 14% 5%
(N= 274) (65% ) (46% ) (25% ) (20% ) (n= 15)

5Pring 1974 49% 42%
(N= 245) (59% ) (48% )

allersistence is measured by the number of student% fmm the entering class returning or re-admitted full-lime the subsequent prne.t er twrcent
age figure) and by the number of students (milt the entering class returning lull or part time the subsequent v!mesters (percentage figure in parentheses in
each row).

Mercer (a)unly Community Cttllege, 18 February 1975
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Table 2
PERSISTENCE SUMMARY OF PART TIME STUDENT ENROLLMENTS BY YEAR OF ENTERING CLASS

FALL & SPRING SEMESTERS, 1970-1975a
Part Time Students
Entering In:

One
Semester

Two
Semester

Three
Semester

Four
Semester

Five

Semester
Six

Semest r
Graduates By

Sixth Semester
Fall 1970 41% 24% 16% 14% 12% 10% 1%(N= 1178) (44% ) (26% ) (17' ) (15% ) (13% ) (11% ) (n= 12)
Fall1971 36% 20% 14% 10% 9% 8% 6%(N= 1097) (39% ) (22% ) (15% ) (11% ) (9% (8% ) (n= 69)
Fall 1972 42% ,23% 17% 13% 11% 1%(N= 1330) (45% ) (25% ) (17% ) (14% (12% ) (n= 12)
Fall 1972 34% 20%. 18% 0%(N= 1264)

. (37% ) (23% ) (18% ) (n= 3)
Fall 1974 19%

(N= 1621) (41% )

Spring 1971 25°A 15% 12% 10% 8% t`3% 1%(N= 661) (30% ) (16% ) (13% ) (10% ) (8% ) (8% ) (n= 4)
Spring 1972 24% 20% 14% .10% 8% 8% 2%(N= 499) (31% ) (20% ) (14% ) (10% ) (9% ) (8% ) (n=.8)
Spring 1973 19% 13% 9% 9%

13%(N= 825) (24% ) (13% ) (10%-) (9% ) (n= 2)
Spring 1974 27% 22%

(N= 834) (32% ) (23% )

'Persistence is measured by the number of students from the entering class returning or re-admitted part-time the subsequent semester (initial percent-age figure) and by the number of students from the entering class returning part or full time the5ubsequent semesters (percentage figure in parentheses ineach row).

Mercer County Community College, 18 February 1975

Table 3
RETURN AND NON-RETURN OF FULL TIME STUDENT ENROLLMENTS BY YEAR OF ENTERING CLASS

FALL & SPRING SEMESTERS, 1969-1975

Full Time Students
Entering In:

Semester
Headcount
Enrollment

RETURN
Succeeding Semester
Full Time Part Time

NON-RETURN
Succeeding Semester

Re-Admittance
In Subsequent
Semester(s)4,

TOTAL
Non-Return
To Dateh

Fall 1969 1119 76_ 113 2 7 21 147 (5) 13% 90Spring 1970 213 136 16 61 29% 32 (5) 15% 29 14%Fall 1970 1151 798 94 259 23% = 159 (5) 14% 100 9%Spring 1971 250 124 29 97 39% 44 (5) 18% 53 21%Fall 1971 1291 974 65 252 20% 169 (5) :13% -. 83 6%Spring 1972 236 122 24 90 38% 35 (5) 15% 55 23%Fall 1972 1384 1000 94 290 21% 172 (4) '12% 118 9%Spring 1973 274 . 156 22 96 35% 19 (3) 7% 77 28%Fall 1973 1368 991 56 321 23% hi (2) 4% 260 19%Spring 1974 245 119 25 101 4 li (-I ) 1% 911 40%Fall 1974 1433 1 126 71 236 16% (0) , 236 16%
TOTAL 8964 6245 609 2040 84 i 9% 119

aThe number of subsequent semesters for each entering class is in parentheses. Re-admillmice may be as full or pan time student.hihe figure is based upon the non-return data for the succeeding semester less the number of students from the original entering class re-admitted in sub-sequent semesters.

Mercer County Community College, 18 February 1975
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enable eXamination of the degree to which intermittent enroll-
ment has oceurred. From the non-return rate for the succeeding
semester after initial enrollment, the number of students re-ad,
.mittad to the College in subsequent semesters is subtracted,
thus arriving at a total non-return rate to date for that one-
semester cohorCo-f non-returning students!. The data indicate
that approximately one of every two students who did not
return to the College for the succeeding semester, eventually
did return as re-admitted students in subsequent semesters.
For example. a total of 1151 students entered full time in Fall
1970 of this figbre, a lotal, of 259 (23% of entering class) did not
return in the succeeding semester, Of the 259 initial non-
returning students, however, 159 students (91% ) were re-ad-
mitted to the College in the four succeeding semesters.

Similarly, examination of re-admittance for the part
time student population indicates that approximately 2 of every
10 students who did not return in the succeeding seMester after
iritial enrollment to the College were re-admitted for subse-
quent semesters. For example, a tolal of 1097:students entered
the College Fall 1971 as part lime students: of this figure. a total
of 670, (61% of entering class) did not return in,the succeeding
sernester. Of that non-return total Of 670 students, however,
140 (21% ) were re-admitted to the College in the four subse-
quent semesters.

The intermittent enrollment pattern parallels findings
from the College's surveys of non-I-owning students. Approx-
imately 25% of the respondents from the non-retnrning student
population of Fall 1973 to Spring 1974 indicated they plan to
return to the College at a later date Furthermore, 75% of the
former students sampled plan to continue their education in the
future, either at Mercer or some other postsecondary institu-
lion.

Application of the enrollment trackings also are ;made
for the individual academic programs of the College for Which
specific 'data is generated. In examining data, such as One-
semester attrition of full time student enrollment, comparisons
are, made of each program with the overall rale. for each

E. Timothy 'Lightfield

semester and with aggregated curricular groupings. such as
academie departments. The comparison of persistence rates for
identified entering classes, categorized according to programs
or curricular groupings, provides potential indicators of cur-
ricular effectiveness. Examination of programs within these
curricular areas has led to a concern for providing explanations
for significant differences in attrition or persistdnce rates, as
exhibited by this trend data.

Discussion
Through an information system consisting of com-

puterized enrollment tracking. surveys of non-returning stu-
dents, and retrieVal of demographic characteristics of student
populations from computer files, Mercer County Community
College has come to revised understandings concerning student
enrollment patterns. The results of the various information
systems infer that a significant proportion of the non-returning
htiOent statistic has been due to intermittent enrollment,
change in students' personal plans, and completion of personal
objectives by former students, rather than to failure of the in-
dividiial or the College. Consequently, from the proportion of
the enrolled student population withdrawing from the College. .
those who eventually return and those who indicate completion
of educational objectives are subtracted. As a result, the efforts
of the College have shifted toward concentration upon reducing
whatever degree of dissatisfaction is expressed by such forMer
students and to set a goal of a minimal proportion level for the
negative reasons which students have for non-return,

In examining trend data, one conclusion has been that
the one-semester attrition rates havi.t varied minimally for the
Fall semester entering classes hut not for Spring- semester
classes. Entering clasSes in Spring are comprised of students
with identifiably diffdrent charactorist than entrants in the
Fall and appear more susceptible to push and pull ennillment
factors. The contrasts in these characteristics and persislence
rates have consequences for the College in projecting enroll-
ments and providing services and programs.

Table 4
RETURN-AND NON-RETURN OF PART TIME STUDENT ENROLLMENTS BY YEAR OF ENTERING CLASS

FALL & SPRING SEMESTERS, 1970-1975-

Part Time Students
Entering In:

Semester -
Headcount
Enrollment

RETURN
Succeeding Semester
Part Time Full Time

NON:RETURN
Succeeding Semester

Re-Admittance
In Subsequent
Semes1er(s)4

TOTAL
Non-Return
To Dateb

Spring 1970 727 187 30 510 70% 91 13% 419 58%

Fall 1970 1178 484 34 660 56% 168 (5) 14% 492 42%

Spring 1971 661 162 33 466 71% 79 (5) 12% 387 59%

Fall 1971 1097 395 : 32 670 61% 140 (5) 13% 530 48%

Spring 1972 499 117 36 346 695, 77 (5) 15% '269 54%

Fall 1972 1330 553 40 737 55% 163 (4) 12% 574 43%

Spring 1973 825 157 42 626 76% 67 (3) 8% 559 68%

Fall 197:3 1264 4.34 35 795 63% 79 (2) 6% 716 57%

Spring 1974 834 228 36 570 68% 44 (1) 5% 526 63%

Fall 1974 1621 626 38 957 59% (0) 957 59%

TOTAL 10.1136 3343 56 6117 908 5429 54%

number of subsequent semesters for each entering class is in parentheses. Re-admittance may be a% part or full time student.
rhe figure k bawd upon the non- ulurn data for the suCceeding semester less the number of stu entldin 9,4:Original entering class re-admitted ii3-

serpent semesters.
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The College has recognized that completion el an
associate degree within the six-semester provisionof the track-
ing system is encompassing a lesser proportion of each entering
class. Apparently. students in recent years arwstretching their
allendancb patterns out and taking more then the hssumml four
semesters, or the extended six semesters, to complete a
program or to withdraw from the College. The enrollment
tMcking system, consequently, has been extended lo cover
enrollment periods of ten consecutive semesters in order not to
omit enrollment patterns which persist or which may develop
after a seventh semester of enrollment.

The enrollmeni tracking system also has facilitated
understandings about enrollment patterns of studenk internal
to the College, includieg change of major. The degree to which
the College or a program facilitates the change of major is ex-
amined. The information also alerts the College to the internal
need fur the evaluation of a particular program, when indica-
tors suggest extensive student attrition or out-migration to other
programs without commensurate in-migration from other
programs.

For alf practical purposes, the resells of the comple-
mentary information system confirm that "drop-out- is not an
appropriate tbrm to signify, students who did not return to- the
community college for completion of the intended program.
Most non-return:rig students, as monitored to date, continue in
their pursuit or return al a later time to complete their educe-
tional goals. Furthermore...many community college students
intend to complete only one or several courses, rather' than earn

-Tree. These students arc not drop-outs after finishing the
courses they intended to complete, because they have ac-
complished their goals. Others are not drop-outs because. after
working for a few terms or traveling, they return to college
Without having forsaken their -educational goals. If the com-
munity college is responsible for helping students develop via-.
ble life goals. then findings from our information systems sug-
gest that a community college may contribute toward such goals
of development even among its non-returning students.

Given the variables of college attendance discerned
through this information system and the imrhense complexity
of the pushes and pulls which affect a student's desires and
abilities to enroll, it becomes debatable as to what is a good or
poor student persistence rate. It has become obvious, at least to
this College. however, that a,student persistence rate approach-.
ing me% should not be set, even as a potential goal. While at-
trition represents the potential loss of resources and a loss or
postponement of trained persons for society, there is no clear
evidence that non-return to college is necessarily harmful for
the student or tragic in the individual's career pursuit (Hahn,
1974). There is no empirical justification for a claim that a corn- -
pleted associate degree is a pro-condition for job security or that
the non-returning student is doomed to failure in life. In NA, an
argoment could lx raised that a non-return of 16%
registered for Mercer for the one-semester anrititm of the Fall
1974 full time entering class, is loo luw figure.

The careful monitoring of student re-admittance data
also is an area where considerable attention has been placed by
the College. Re-admittance data reflect students satisfied with
the educational experience recdived but who postponed studies
temporarily. A consistent reduction in the re-admittance figure,
as potentially occurring for the Fad 1973 entering class of the
College, could reflect more cause for concern than a sudden in-
crease in the attrition figures.

A definite indicattir of goal attainment for the College
always has been the expressed satisfaction of graduates with
the preparation received for employment (career) or further
education (transfer). Previous to the analyses of student enroll-
ment patterns and survey results, it was incorrectly assumed
that the institution could not be judged,on the baSis of the mac-
tion.t of nen-returning students, to a presumably incomplete
preparation. In contrast to a study of university.students which
found satisfaction -with the institution inversely related to re-
maining in college (Starr. Betz. & Menne, 1972). however, com-
parisons of satisfaction levels of non-returning students, per-
sisters, and graduates has yielded no such differences for
Mercer, The College, consequently, has identified as a Similar
indicator of goal attainment, the satisfaction of students who
did not complete a degree or programthe non-returning stu-
dentswith t prepara lion- received,

-'Findings from the information syStems have con-
tradicted the stereotyped .image of the non-returning student at
the community college as marginal with a history of academic
failure and frustration. Similarly, the findings consistently con-
tradict the stereutype ,of the non-persister as a consequential
failure and non-productive element of society: The vast ma-
jority of the non7returning student's from Mercer expressed 'a
definite and positive reason for attending college, planned to
continuo education either on the job or at another institution,
and felt that college education was essential or important. Com-
parison of assorted demographic and biographic characteristics
of the populations of non-returning students with persiSters
and with graduates reveals no significant differences. Beyond
the questioned utility of any combination of identified predic-
tors et the potential non-returning student al the community
college (DeVecchio. 1972). Mercer has tempered efforts to pro-
vide action services and programs with the realization that at-
trition may not necessarily be a negative indicator of goal attain-
ment.

What originated al Mercer County Community College
for the purpose of concentrating upon student attrition has de-
veloped into a multi-dimensional system by which to traek and
understand student enrollment patterns. The monitoring of
enrollment patterns of various entering classes has hail real
decision-making consequences at the College in terms of
measuring accountability, predicting student non-return. ex-
trapolating enrollments, evaluating curricula, determining
cause and effects, and developing responsive programs and
services to met student needs.

9.sainpliy, lit oilier ccuIIJllt loan die oimpuleniedi Iracking systtap may ()blamed hy molar Icnng Me author.

yarams minim( limn ci)nriptiter otogiain flIt of nonaeloming Mtalents may be obtained by conlor hog the Julian.
'A total or 51i full lime slialeols 1Nho wew (Mang Me I all1971 stanosler dat ira N'hirll lor I he Spong I974 someslar, exclutayt. !ail-dent% who graduated or awilched lo part lime %haw, Afler follow-op allorls, lolal of 299 forms woe returned omipleled, for nal urn ol
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Ickland (1964) was the first to provide empirical evidenceof the dropout who comes back to college. During the 10 years after matriculation at
the University of lilinois, Eck land found that 70% of the former students came back Eck land's study, however, did not focus upon the communitycollege,
particularly colleges without admissions selectivity.

5The number of students re-admitted also is a function of the number of successive semesters for whi-ch the tracking system operates. Re-admit-
tance is monitored only for the cohort of students who do not return for the semester after the term of initial enrollment.
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AIDING THE A RTICULATION PROCESS:
A JUNIOR COLLEGE TRANSFER STUDENT INFORMATION SYSTEM

For junior 'tiollege education in Alabama. the decade of
the Sixties was-one of conception, incubatiun. birth, and, to
some degree, maturation. Prior to 4963 there existed in this
state no public7supported two year colleges. Today, there exist
19 state-supported junior colleges serving approximately
40.001 students, nearly one-third of all students enrolled in in-
stitutions of higher education in the stale, and supported by an
annual slate legislative appropriation of $20 million.

Imniediately following the passage in 1963 of enabling
legislation. Or!if.w college sites were designated, facilities were
constructed, ,a:d soon most were operational. The rapid devel-
opment of such 3 system of junior colleges presented the senior
institutions in die slate, several of whom had evolved over time
into somewhat selective universities, with concerns. Initially,
questions were raised about the impact the junior colleges
would have on. the enrollment al the smith' institutions. Very
shortly, it became apparent that there would be no adverse
effect; enrollment in senior institutions continued to rise. Sub-
sequent questions related to tho number of students who.would
be transferf g. What they would he studying. and a subtle but
overriding incernhow would the transfers perform at the
senior col ges.

aburn University was aware of its responsibility to
assist i. the development of this emergent system of junior col-
leges, and realized that its own academic programs would he
affected by the quantity and quality of the transfers. Therefore,
soon after the development of the system of junior colleges;the
decision was made to develop a computer based jimior college
transfer student information system XIS), the chief purpoSe of .
which would be to aid in providing answers to the multitude of
questions relating to the flow of students from all institutions in
the junior college system to Auburn University.

In the conception stages,- the goal was several fold. Net
only was capability sought to provide ansWers to questions
raised by faculty and administrators al thip university; loo,
there was the desire that the [CIS possess capabdity to .holp
personnel al each of thy junior Colleges in answering questions
which they may have relative to totem! and performance of
their transfers. Also, as academic programs were being (level-
oped al the various junior institutions. programs al this univer-
sity needed to be examined so -that unforeseen harriers le
transfer students could be removed. A substapient unantici-
pated benefit of the system was realized by the linulership at
the junMr colleges as they sought for their institutions' initial
accreditatien by the regional accnaliting association. Reliable
informalkm diipicting the performance of former students al al
least one major university could be utilized as supportive
follew-tip data,

Nuture of the System
The computer based iun r transfer student in-

2 4

Gerald S. Leischuck, &there University

formation file cOntains pre-transfer I tala or m-, placed in the file
when the strident enters the university and post-transfer infor-
mation which is updated by interfacing the jCIS will, the
Auburn University master student information (SI) file. Initial
input information includes'items which identify the student,
certain pieces of personal information, junior college academic
information, and first-term post-transfer performance data. The
specific items of data placed in the file and the card layout are
presented in Figure 1.

Through computer. programniing it is possible to
routinely retrieve from the master SI file and place in the (CIS
various assorted pieces of data relating to post-Iransfer Auburn
University made rnic.,gli,rifgrnm.te.,,angrigAbe..garl.y.,,do,.4i1,114",,,
ment of the system interestlocused en three major factors: al
what rate were transfers entering, what were they studying,
and how they were doing academically in relation to native stu-
dents. Therefore, in the interface with the SI file, items placed
into the /CIS related to these Characteristics,'

Figure 1 -

DATA INPUT AND PUNCH CARD LAYOUT
CARD
COLUMN

1- 9
10-29

30
31-32

36-37
38-.39 °
40-42
43-45
46-48

49
50-53
54-55
56-57
58-60

Pre-rra nsfer

Record

l'ost -Tra nsfer
First Quarter

Record

DATA ITEM

Social Security Number
Student Name
Sex

Junior College Code
Entering Quarter
ACT Composite Score
Number of Quarters
Number of Hours Attempted
Grade Points Earned
Grade Point Average
Classification
Curriculum-
Hours Attempted
Grade Points Earned
Grade Point Average

0 Flgure 2

POST-TRANSFER INFORMATION
RETRIEVED FROM SI

Last Quarter Enrolled

Class Level, Last Quarter Enrolled

Curriculum (Major), Last Quarter Enrolled

Cumulative Academic Record, Last Quarter Enrolled (flows at-
tempted, honor points earned, S/Vhours, g.p.a,)

Academic Status (Graduated, Dropped Out, Currently Enrolled)



The Output
Figure 3 reflec a page printed from the jC,IS Con-

tained there are all items in the file and their layout.
Four basic computer programs have been developed

which perform analysis of the data un the jCIS al intervals after
it is made current by the routine interface with the SI file. Most
analyses are designed to reflect data separately for each of the
junior mlleges in the state system. The first produces a guar-
le14-y and annupl summary of the rale of transfer from each of
the Minor colleges. Figure 4 depicts a portion of the summary.
While initial year in the summary table is the 1665-66 academie
year. tho year transfers first entered this institution from the
junior colleges. Figure 4 reflects only a portion of that period.
U:ach time the summary is produced. it reflects the.data as of
the taost recent quarter.

The second output document is a summarN% again by
feeder junior institution, which reflects program selection upon
entrance on the parl of the transfers. These data help ial-
ministralors at our institution and faculty al the junior colleges
to plan programs which interrelate and are capable of accom-
modating the transfers with a minimum of articulation inconve-

_Menu!. Depicted in Figure 5 is an example of this summary...
The third summary output conveys information which

amplifies on the data presented in Figure 5. This permits, on an
annualize(l basis, an indeplh examination of transfer student

Gerald S. Leischuck

Flow through the unive t The analysis distributes those
transfers vchil entered pmgrains in one academic scluiol (in this
ease Engineering) among all schools. The data arc further
refined to pnwide an analytical breakdown of the enrollment
status of the student at that point in lime.

Focusing on the junior college transfers who entered
progmms in Engineering, it can IR! seen that one changed to a
program in Pharmacy and subsequently graduated. Of the
Engineering entrants 14 transfered to programs in Agriculture:
6 wore graduated. 3 dropped out, and 5 were 'currently
enrolled at the time of this compete'. ion. A similar analysis is
provided fur each academic school.

Figure 7 is a page from the fourth in the sequence of
summaries. This -contains, on an annual basis, an analysis of
the relationship between pre-transfer and post-transfer
academic performance for all transfers fronta particular junior
college (in this example. I.L. M. The summaries are further
refined toindicate performance by three sub-groups of stu-
dents: graduated students. dropools, and currently enrolled
students.

One additional program has recently been developed
which should he of invaluable assistance- to curriculum plan-
ners at this institution as well as al the junier college. This
analysis provides ii distribution of grades in a selected
academic program area for students enrolled for any quarter or
group of quarters. This analysis, like the others, reflects slit-

Figure 3
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ARTICULATION PROC

den( performance by lender institution. The information as
depicted in Figure It have only ivc.ently become available and it
is al this limo impossible to )16t:el-lain I he extent (il its use. l'he
assumption is that these dam %yin he of considemhle inlen)st it
both types of institutiims.

Discussion
liii JrIs is rmitinelv inainlainml on quarIerly basis in

a Joint aiffort by the ()films of Institutional Analysis and Ad-
ministrative Data Processing. The initial entry and pre-transfer
information is prepared for input into the RAS by the staff of
the Office of Instionional Analysis, Responsibility for rinhilIft
interface of the ICIS with the'SI is assumed hy the personnel m
the Administrative Data Processing Office: this office maintains
all computer hased files for the Offic of Institutional Analysis,
The computer programs are developed and maintained by Ad-
ministrative Thin Processing.

Annually, a summary import of the data in the 1CIS is
prepawd for distribution to faculty md idininisirik,rs on this
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campus and to the junior colleges. The IPll is designed to
convey as IMIch data ill lIisIilul 'Within the 11511,11 constraints of
generalized audience interest and &mod size. Junior college
identity remains shinnied in all analyses which convey data for
each of Ihe instilubons; 11055115er, the chief administrator of
each institution is informed of Me code which represents his in-
stitution.

There iF, 110W Wide 115%:11'1Illetiti 00 the pail of the leader-
ship within the various juninr clalleges of the capahility of the
junior college transfer student inirmetion system and recpiests
are made for (Iola which go beyond Mat presented in the
publishee and drculated reports. Too. administrators on this
campus now expect and anlicipate the reports which rehty
more current data. Academic deans and other program plan-
ners seek information from Me file as they develop or alter
academic offerings.

The system, once operatumal, is easily and inexpen-
sively maintained and produces an abundance of information
for a ville tissorlment of institunimal planning Ail rwmage-
mem functions.

Figure 4
RATE OF TRANSFER
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PROGRAM SELECTION OF TRANSFERS
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ENROLLMENT STATUS OF TRANSFERS BY ACADE IC SCHOOLS
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Figure 7

PRE. AND POST-TRANSFER
ACADEMIC PERFORMANCE
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Figure 8
GRADE DISTRIBUTIONS IN SELECTED ACADEMIC PROGRAMS
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STUDENT FLOW AT THE COMMUNITY COL EGE

The way' the students flow through the community col-
lege once they have enrolled important for planning. but has
been given inadequate atterek a by researchers. II is known,
for example, that most persons getting the bachelor's degree
now lake over four years to do it, What are the facts for the
community college, often referred to as the "Iwo-year- college?
If tH. student gets an associate degree, does he do it in two
years?- Does he actually enroll for IS credit hours for 4 consecu-
tive fall and spring se-nesters? Or do many stedents drop in
and stop oet, moving toward some- personal goal (such as
transfer, graduation. career opportunity, or promotion)?

The outcomes of college are also important for under-
standing student Bow, Do students seek degrees in career
programs. for example. in order to gel a ,job? Or do they already
have that job before they graduate? How many students
transfer successfully to a four-year college withd'ut the A.A.
degree? How do 'graduations affet,student flow? Questions
like these emphasize the need for a shident flow model. This
report analyzes available data and recent research results in
such a way as to show how students move through the com .
mu ni ty college.

There has been some research comment on the way
students stop in and stop out of community college flow, using
the community college to achieve a variety of goals. One study
followed up and reported on nearly 1.000 community college
alumni in Florida and concluded that only 2% could he called
"dropouts,- Previoos research had suggested a dropout rate
more nearly like 50% referring to persons who did net get a
degree. The Florida study. reported by Dr. James Watlen-
barger. redefined dropout to mean students who had neither
achieved their, original goals nor changed their plans within
three years.

Method of Study
Several sources of information were used to develop a

picture of student flow, Routine records of Prince George's
Community College (PGCC) were available to trace sources of
students, freshman anthsophomore flows, and graduation pat-
terns on a five-year basis. A special study of the class of 1970
was also undertake4 to assess the "in and out" patterns of at-
tendance, if any. d finally. a Spring 1974 survey indicated
some of the educat nal outcomes for students entering in 1970.

The A.A. Degree" Model
As a first approximation for understanding student

flow, it is useful to describe student flow in terms of progress
toward graduation. This general model fails to take into account
other educational outcomes besides degrees, hut has the advan-
tage of being comparable with a more traditional point of view
concerning cpllege attendance and the aegree. According to the
traditional college model represented by the Ivy League of the
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19'30s. one may imagine a 'typical" or "desirable- pattern
whereby a student enras for four consecutive years and gets
the B A. Research has ih monstrated that this college model no
longer realistically ilescrihes what people actually do. Most
who achieve a B.A. take more than four years to do so.
Moreover. many go lo college tocW for other purposes besides
a degree, especially the community college. But if we under-
stand the "degree-oriented" model. we can understand those
who are not getting the degree in context. We may then nese
questions about ways and means to help students achieve their
goals, whatever those goals are, including the degree if that is
what they want. .

There is a way of organizing credentials and ex-
perience to capitalize on job opportunity. insofar as the credit
hour represents a certification ef self-confidence and a particu-
lar set of behavioral skills, there is a way of accumulating credit
hours to serve career as well as transfer goals. 11 is the career
component which is showing strongest growth today.

Whether from the point of view of the transfer or the
career student, howevey, there is a logical flow of students front
local high schools biro* community college graduation. Many
students follow this path every year. In terms of the -pipeline-
of flow, most of the student body at PCCC since Fall 1969 have
been -freshmen" (students with less than 28 credit hours). The
-sophomore" is by definition a student on the second half of the
way toward a degree, which currently requires about 60
credits. Sophomorps are the pool from which graduates flow.

Five steps can describe student flow in the A.A. degree
model: high school graduation. college matriculation, freshman
status, sophomore status, and then graduation. In the past five
years. PGCC graduations increased faster (107% ) than the
number of sophomores (118% ). Freshmen increased faster
than matriculations from high school (6% ). The implications
may not be what they would appear to be al first glance,
however, because there are other sources of community college
students besides students straight out of high school. (Tabular
data and full report available oh request.)

The County high schools, one principal origin of stu-
dents, had only a 14% growth in diplomas in the past 5 years. If
students came to' the community college only straight out of
high school, and left two years later, Prince George's Com-
munity College would not be growing. The factis that students
are coming more and staying longer, as the PGCC Model will
show.

There is a way Of checking the student flow model by
comparing the expectations suggested by the five-year dala
with actual data. The flow in the 1969-1973 period would lead
to the anticipation that there would be about 1000 graduates in
1974-75. There would also bc.perhaps 2,200 sophomores and
7,500 freshmen in Fall, 1974. Approximately 1,400 of these
freshmen would be regular students divict from high school.
This was validated in Fall, 1974.a.



Sources of New and Retur ig Students
The number of firsl-iime cellegialls attending PGCC in-

creased by 1,000 in the 1909,1971 period. In the same five
years, the number of students ontinuing college work in-
creased by idiom 3,000. Titus the "returning student" in Me
broadest sense of the term was increasing in the pipeline m ap-
proximately Ihree times the munliers of the persons new to col-
lege study, '11iis suggests that students ani staying longer. Thus,
regular students from the previous ferny are the major source of
all students continuing in college. Transfers fr-om other colleges
and readmits follow next as sources of students continuing col-
lege. Special students are a negligible soca e (The special stu-
dent is usually thought of as one who ha iO vet elected a
-regular- curriculum or major field.)

The expectatum of the model Itased on 1909-1973 data
is that 0,500 or 7,000 stn.:ems continuing college work would
be the nmin component of the Fall 1974 enrolhnenls. Between
3,000 and 3,500 first-lime students would lso enroll. Observed
data for 1974 indicate that these expectations would he well-
founded, although firstaime students would be at the lower
end of the riinge of VxpOdatt0115.

Following The Same Students as They Flom The Class of
1970

Comparing freshmen, sophomores. and .the like from
one Fall Term to the next gives One picture of student flow.
Regardless of whether they are the same individuals or not, the
count of freshmen reveals something about how students aro
doing in the pipeline. It is as though a snapshot were available
each year to show the slate oche College, hut this snapshot by
Is very nature permits only it glimpse at the pipeline al a point

in time. Another approach is possible, whereby the same stu-
dents are picked up al a given point in time, and alai then
followed as they flow through the pipeline for a numlal of
years. For the purpose of developing this aspect of the Com-
munity College Model, research was undertaken Concerning
2.415 students entering Prince George's Community College al
the beginning of the 19,70-71 academic year. Their records
were traced in terms of attendance patterns of each individual
stialent for the successive Spring. Fall, and Summer terms up
to the Spring term of 1974. The paragraphs which follow docu-
ment the results ol this research.

How Students Stopped Out or Continued After Fall 1970
As noted earlier, there was some research opinion

than an -in and out" pattern of attendance characterized the
way many students were using the community college. In order
to check this view, it was decided to review hard data int file at
Prince George's Community Gellege. The question was this:
based on records cif students entering in 1970, precisely what
were the obseryable patterns of dropping in and dropping out
or slopping i a and slopping out over a period of three years'?
This was the same lime frame used in the Florida research
study reported by, Wattenherger, As shown in the accompany-
ing Table 1, 26% attended only once. Of the remainder three
out of four continued straight through for one to six semesters,
most of them for a total of either two or four semesters. Only
445 of the original 2,416 were -in and out,"

Most students who were "in-andiuts" during the
period under study interrupted their studies for only a single
spring OU fall semester. It was found that 4613 of the 455 "stop-
outs- (69% ) were out for only one major semester before
returning again. Another 95 students were out for two
semesters (cumulative percentage of stop-out for either orre or

Paul CL

Table I
SUMMARY TABLE SHOWING ATTENDANCE
PAUERNS OF 2,416 STUDENTS ENTERING IN

SUMMER/FALL OF 1970

Cotegory Number
One-time at tenders 6-31 20%

2. Attending beyond fail 1970 1,740 72%
a. Straight thru (1,271) (54% )
b. In-and-out (445) (18% )

3. Slatu s unknown 34 1

% Does not ad( n; doe to rounding

two semesters. 81% ). II appears that the longer a student stays
(ut, the less likely it is he will return al least in the short run
(three years). Shorter-term constraints on alternatives for
behavior forbid to() much generalizing on this observation.
Further research is needed, including investigation of collateral
evidence al other community colleges besides Prince George's.

A difference with respect to the Florida research is thin
here the observations are recorded student behaviors, In the
Florida study, the expressed intentions of the former students
were an important part of the evidence used. Whether the
former PGCC studenk 1--:ad similar intentkins that would later
be translated info action is an open question,

Community College Outcomes; Graduations and Transfers
A follow-up Minty of students entering Prince George's

Community Cullege in 1970 was conducted in the Spring of
1974. Special analyses were made of 69 graduates aritl
-quasi-graduates- (students who had accumulated 59 or
more credits) who responded. The results of this study are
reported in greater detail elsewhere, but the findings of thiS
survey suggest that there may be as many persons transferring
without graduahon as there are students grialualing.

The question of transfer as an outcome comparable
with griuluminn is an important one. Students can transfer
without the home colic& knowing about IL A recent develop-
ment in Maryland is an attempt to have all public colleges and
the university system notify each other of within-stale
transfers, This information sharing is just being developed as
Maryland's transfer patterns are changing. Meanwhile, the
problem remains: 1 low can institutions keep track of successful
tranSfers outside the state?

Graduates, Transfers, and Dropouts: Discussion of
Implications

When the College loses students from their regular
flow through the pipeline, they may not return. Colleges
should, as a matter of service, maximize incentives for students
to conitnue college work without interruption, until they gradu-
ate, transfer, achieve career goals. or inevitably discover that
continuing college work is not for them. Survey evidence Mdi-
cales that the students appreciate-the quality of instruction and
faculty services, Me question can then he asked, what incen-
tives and encouragements are being used or devised to keep
slndents moving toward degree, transfer, or job, until the stu-
dent himself decides he has had enough? Could we think the
unthinkable, and charge students less tuition as they near the
degree'? (And,dispense with graduation fees?) Since returning
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STUDENT FLOW

students ;ire prime sources of giowth and service, they de !rye
8(IMC knul of special 'attention.

What pmvisions iirt: being mink, for recognizing and
rewarding students in sophomore status? Is then: any advan-
tage given to students returning each fall after being registered
in the spring? flow can "continuing" behavior lie reinforced, or
at least not ignored'? What are the obstacles tor students who
would like 10 continue, but can't? There ain obstacles the (Ark
lege can't do anything about. 1310 what obstacles can the College
do something about? Questions like these are challenges for
further research, planning, and service.

Other Variables
The foregoing is not the whoh: stery. Much additional

information is known that permits insights into how students
flow through Prince George's Community College. Recent
studies have documented multi-year trends in-the enrollments
of women, blacks, older students, career-oriented stmlunts, and
part-time students. More needs to be known im a longitudinal
basis about how these variables interact. This will permit the
College 10 he appropriately responsive to the changing charac-
teristics and needs of its students.
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The Sludunt Flow Process
The 1,vord model can mean a plan t an exemplary

standard. in this report, the term refers to a mathematical
model: a set of data showing relationships that change in
response to internal decisions and outside forces. Mathematical
models are used increasingly in planning and budgeting ap-
plications. They show how changes in inputs. process, and out-
comes influence each other, This makes contingency planning
possible. What will the future be like if circumstances are the
same, or it they chongi!? Motlels suggest answers.

The present model uses selected !wilds in student
'origins, student flow, and educational outcomes al Prince
George's Community College to get an understanding oF how
students are using the College. Such understanding makes
policy alternatives clearer. consequences of new programs for
student flow, for example. Ifecome visible in terms of freshmen
and sophomore enrollments. graduations. transfers, and other
ontcemes. Thuis the model becomes useful for educational
pntgram evaluation and furth6r planning in terms of the Col-
lege's mission and objectives, Further studies are currently .

under way lo apply this model to specific curricula, such as
nursing.



PREDICTING STUDENT ATTRITION

Two longitudinal studies of student attrition- al the
University of Wisconsin-Madison School of Nursing were initi-
ated as part of the school's evaluation of its new baccalaureate
curriculutn. Ono of the studie-s examined recent historic:11
onrollment data to identify rates of attrition, general causes for
attrition, and points in the educational program where attrition
most frequently occurred. The other study. derived from the
first, sought to develop a statistical prediction model with
which potentially successful and non-successful studentS could
be identified at an acceptable level of accuracy. From both
studies procedures were established for continued monitoring
of students as they progress through the four years of the

ducational program:-

program and Student Characteristics
Thu traditional open door admissions policy of the

university provided that any student meeting minimum univer-
sity requirements and specifying Nursing :IS a major was to he
admitted to the School of Nur.sing. Thus, widely heterogeneous
classes of students were placed in a structured, science-
oriented environMent wherein clinical nursing experiences did
not begin until the junior year.

To prepare nurses for varying professional roles to
meet the new demands for health care and to attend to the
diversity of students entering the school, a new educat:onal
program was designed and implementod. Intended to in-
dividualize instruction for students, it offered variegated ex-
periences and opportunities for learners of different types, and
began nursing content and some clinical experience in the
freshman year. It was felt such an individualized approach, in-
tegrating students, intO the profession at an early stage, would
contribute to maximal usage of resources and talents.

SUccessful students in the new program were initially
hypothesized to he independent, flexible learners, able to
evaluate their own abilities and progress, and able to work
with different people in different settings.- Since no objective
measures of these traits had been available with university ad-
missions, data, it was decided to folloW students through the
program bY periodic administering of several data gathering in-
struments. Among these was the Edwards Personality
Preference Schedule (EdWards, 1959): it was used to deter-
mine whether students displaying discernible learning
strengths or weaknesses indicate personality needs that differ
from other students. Another was the Nursing Student Self-
Disclosure Inventory (Stone. 1971). an instrument developed to
obtain student descriptions of themselves as learners. Student
responses to these and other instruments served as planning
tools for faculty, as well as indicators of the effectiveness of the
hew program.

I lorry Knoplw, Universi y of Wei( wim-Muthson

Identified Trends in Attrition
In part to assess the effectiveness of the new program

after three years Of implementation, and in part to establish
baseline data for longitudinal monitoring of student attritien, a
study of six years of enrollment data was undertaken. Students
in the school during the three years prior to implementation of
the new curriculum were studied, as were students in the
school for the three years since implementation. By concentrat-
ing on these six years it was felt a representative description of
attrition before and after the curriculum change could he ob-
tained. Further, any relationship of attrition to the concurrent
enrollment growth experienced by the school could also he
demonstrated.

Students who withdrew from the School of Nursing but
who remained at tho University of Wisconsin-Madison and stu-
dents who withdrew from both the school and the campus
were identified by semester by enrollment year. The resultant
trends in attrition describing both groups of students are syn-
thesized as follows:

1. Over the Six years studied the average yearly stu-
dent attrition in the School of Nursing had been 19%
of the total enrollment. There was very slight
variance in this percentage figure for each ot the six
.years, indicating the rate of attrition paralleled the
rate of enrollment growth. (In 1968-69 the total un-
dergraduate enrollment was 571: in 1973-74 il was
1.173).

2. By far the largest percentage of student withdrawals
occurred between students sophomore and junior
years (18% average attrition at this oint over the fi
years), and between students' jum,,r and senior
years (19% average attrition over the 6 years). Thus.
the second semester sophomores and second
semester juniors comprised the class populations
suffering the largest attrition rates.
When considered by semesters over the 6 years. an
average of 7% of the attrition occurred in the first
semesters, while an average of 13% of the attrition
occurred during or after Ihe second semester. .

4. The major rdasons given by students leaving the
school's educational program were changes in
career plans, difficulties with one or more courses
in the basic science component, perceived inability
to work with sick people . and difficulties ex-
perienced in adjusting lo the school and/or the cam-
pus.

5. Failing to maintain an adequate grade point level
and, thus, becoming ineligible to continue in the
school's educational program also ataracterized a
significant percenta'a of students leaving the
school.
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These trends and characteristics of recent attrition bay-
ing been identified, it Was then nndertaken to establish theer
relationship to the new educational program and to determine
their potential impact on as continued implenwreation,

Attrition Prediction
The I() predict student altrinini was seen its a tool

lo be used by faculty, counselors, and administrators in plan-
ning fiir and carrying ont learning activities that match the in-
divitioal learning ras:ds and interests of students with ap-
propriate resources. The nem1 for an ability to predict student
attrition was further dietated by the imposition of` enronment
levels on university schools and departments zis a r sult,of in-
creased budgetary nistrictions, Thus, it was felt that identifica-
tion of potentially unsuciaissful students, if made early enough.
would increase the effe(3iveness of necessary ceimseling.
remedial work, or tutoring.

Research in highev education has indicated high school
G,P.A. and high school percentile rank have been consistent
in-edictors of student success in undergraduate programs
(Astin. 1972). Further. first semester undergraduate C.P.A. has
also been shown to he an accurate prfsbetor of success or non-
success in subsequent undergraduate work because it reflects
similarities in educational environment and perfortnance
measures (Owen & Peldhusen, 1970),

Studios of successful and non-successful students have
employed such achievement irti..sures, hut have also incorpo-
rated personality. attitudinal, and social-psychological
measures in their analyses. Rose and Elton (1906) found that
personality characteristics significantly differentiated between
types of persistence and withdrawal, and between withdraw-
ing and persisting students, Starr, Betz, and Menne (1972)
reported tharoverall satisfaction with the college environment
was inversely related to whether or not students remained in.
the environment. Spady (1971 ) suggested that attitudes toward
learning may be more important thataMe quantity arid quality
of previous. in:ademic-intellectual (?,4)erience.

The need lo wnsider the Variety of available student
data in examining successful and non-successful students was
summarized by Tinto and Cullen (1973), whQmainlained "...
dropout is a multidimensional process which reSults from the
interaction between the individual and the institution and
which is influenced by the characteristics of both elements" (p.
41). To develop a means for predicting attrition in the School of
Nursing, then, it was decided to employ those available
measures that related to the interaction of students and
program. Use of data appropriate to the nature of the school and
its students could, thus, be expected to provide an indication of
students' probable performance in the educational program of
the school.

Development of the Prediction Model

To develuip a prediction model that would identify s
dents as potentially successful or unsuccessful in the School of
Nursing. the, discriminant analysis technique was employed.
Discriminant analysis is a form of multiple regression where
the criterion variable is group membership and the indopen-
dent variables.are used to predict the group to which each in-
dividual probably belongs. Further the contribution (weight)
each independent variable makes to this prediction is specified,
thuS demonstrating the interrelationships between variables.

Use of this technique with available nursing stedent
data was intended to obtain maximal discrimination between
Iwo groups of students, dropout and continuirtg, from the first
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thin) of the new program. The following sttident
meitsures .e used as the independent varitildes to pmlict
group membership:

1) first semester
2) high school percentile. nmk in class;
3) the (:ollege Qualification Test (CQT)

sub-parl;
4) the learning style score (a numerical index r(pre-

senting a continuum of learning preferences from
other-directed to self-directed) obtained t he
Niirsing Self-Disclosure Inventory:

5) the following persomdity need variables from the
Edwards Personal Prefrenc Schedule that had
:dready demonstrated some relationships to the
learning processes of nursing students in the new
prograne achievement, order, autonomy, sue-
comma:, dominance, ehange, endurance. and ag-
gression.

Data from a random ample of 03 students Witold ied as
having left,the school in the 3-year period under study and a
random sample of 173 active students from the same time
period was used as a basis for the initial discriminant analysis.

Results of the analysis indicated the combined dis-
criminatory power of the independent variables employed was
highly significant (I: = 5.30, df = 12/223), The chi-square test
competed for the obtained discriminant function indicated this
function -provided discrimination significant beyond the .600
leveLof significance (chi-square 50.25. df 12).

Descriptive statistk:s associated with each of the nide-
pendent variables are presented in Table 1, Column,1 presents
the mean scores on each indepemiiint variable of those students
identified as dropouts; Column 2 presents the mean scores on
the same variables for the continuing stodents group; and Col-
umn 3 gives the significance level of the F-ratio calculated for
the differences between the mean scores of each group.

lndividual predictor variables significantly contributing
to the differentiation of thv two groups of students iire noted in
the table by asterisks. As suggested in the research and
literature of higher education, first semester C.P.A. and high
school percentile rank were significant predictors of group
Membership, representing both previous academic perfor-
mance and achievement in the university enviromnent. The
CQT -Science" score wilS found to contribote significantly to
predicting group membership. Including content from physics.

Table
MEAN SCORES ON PREDICTOR VARIABLES OF

DROPOUT AND CONTINUING STUDENTS

Predictor
Variable

1

Dropout group
me n scot

2

Active group
mean scores

First Semester CPA 2.1 2.8130
115 Percentile Rank 74.9032 82.9711
COT Science 33.0794 40.0462 0456
Learning Style 42 7143 43.5491 .6527
Achievement 12 3016 12.2717 .9570Order 11.0635 9.7688 .0501*Autonomy 11.7143 12.2832 .6766
Succorance 12.9683 13.3468 .5624Dominance 10 9524 12.4393 .01136*
Change 17.3810 17.2659 .8701
Endurance . 13.5238 13.1850 .6505
Aggression 9.8889 11.3526 0293'



chemistry, and biology. this score provides tin indication or the
nature of a student's understanding of scientific knowledge and
principles. The development of such fin understanding is es-
sential for progress in nursing, The three significant per-
sonality variahlesorder, dominance, and agg ression
depicted students in the dropmt group as expressMg a greater
need for structure and organization than those in the continuing
group, while also expressing a lesser need for leadership and
self-assertion. Such characteristics have not limn ossocialed
with the independent, flexible learners likely to he successful
in the school's new program.

Examination of the scores of individual sludents
revealed overlapping high and low scores on each variable for
students in the two identified groups. It was, thus, concludtid
scores on individual variables would not provide an accurate-
forecast of a student's probable performanw in the educational
program. Rather. it was decided the interrelationships among
varjobles should be umsidered in order to forecast the proba-
ble success or non-success of students.

Predicting Attrition
To apply the results of the discriminant analysis to pre-

dict student attrition. the Komi of each student on each varia-
ble were multiplied by the appropriate discriminant weight
that was generated in computing group discrimination. These
products were summed to form a discriminant score for com-
parison with the average cliscriminant scores of the dropout
and continuing students groups. The average discriminant
scores represent the point on a continuum about which the
scores of the memhers of each group should cluster.

Using a midpoint betWeen these average discriminant
scores as an arhitrary cutoff point, discriminant scoreS of all
students enrolled in the school during the three year period
considered, for whom all data was available, were examined to
determine group membership. While use of the midpoint as a
cutoff will necessarily misplace some students, fiti% were cor-
rectly identified as dropouts and 76% were correctly identified
as continuing in the program.

Discriminant scores were computed in similar fashion
for the current class of freshmen nursing students: 27% were
identified as potential dropouts. while 73% were identified a.s

I lorry 1. Knopko

potentially successful students in the Im-igrani. Of the lb Inish-
num students who withdrew from school at the end of the first
semester, 10 had heen correctly identified as dropouts by this
technique.

Significance of the Procedure
To daki there him liven little research conducted in

higher education attempting to predict the probable attrition of
students in undergraduate programs. Many diseussions of the
characteristics of probable dropouts represent post hoc descrip-
tions or successful students: thot:ai students with achievement
or aptitude scores that are relatively lower than those associ-
ated with succesSful students have been inferred to he proba-
ble dropouts. While reference to established performance
measures contributes to an understanding of students, their in-
terpretation would be (inflamed when considered with other
measures to reflect the interactions of students and the institu-
tion.

The major significance of this restiarch derives from its
use of dicta reflecting the interaction of students anti institution
as defined by the assumptions and objectives of a particular
school. The resultant discrimination between dropout and con-
tinuing stuck:I-its was lamed on a combination of variables
defined as meaningful to the educational program of the School
of Nursing. Thus, the ensuing prediction capahilities were rel-
ated to the intent and objectives of that school. Such utilization
of data is possible for any college, school, or department
specifying the objectives an I purposes of its educational
program.

Budget restrictions ore Increasingly becoming com-
monplace in higher education, as is the desire of students to
spend their education dollars wisely. Any reliable procedures
or techniques contributing to the better, utilization of talents and
restmrces should thus he weli:omed. The procedures descrihed
for predicting attrition can he used to further assist faculty in
planning their instructional programs: they can he used by ad-
ministrators in their institutional planning: ond they_ con he
used hy cminselors or advisors in assisting students in program
development, selection of remedial or tutorial opportimilies, or
reexamination of career choice.
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THE STUDY OF GRADUATES OF POSTSECONDARY INSTITUTIONS:
A SEARCH FOR THE PRODUCTS OFHIGHER EDUCATION

More rigorous demands for the justification of budget
requests and public reservations about the value- of higher
education have created pressures on inititutions to discover
more-about their products_ The study pf graduates of postsecon-
dary institutions can assist in this search. A product is a result
or an outcome. In one sense, the products of.higher education
are the graduates. More specifically, the outcomes are the
benefits produced for individual graduates and that which, in
turn, is produced by them. These benefits are both quantitative
and qualitative in that they relate to income levels, increased
choices in employment, occupational achievements resulting
from the use of knowledge, skills or expertise, opportuoities for
self development, social development, an increased ability lo
contribute as a citizen or as a member of society and the per-
sonal satisfactions which may result from education,

The study of the graduates of one institution may be of
value to other universities or colleges in the following respects;
(a) in providing a basis of comparison for other institutions
which have engaged in or arc planning similar research; (b) by
contributing concepts, methodology, research instruments, and
results which may reveal strengths and weaknesses and, thus,
may be helpful to others in subsequent endeavors; (c) by serv-
ing as a stimulus for more research activity in the study of
graduates of postsecondary educational institutions; and (d) in
drawing attention to the possible uses for resultant information
in meetings with state commissions on'higher education, state
budget committees, institutional budget committees, and
academic planning groups.

The University of Colorado Study of Graduates
A large-scale survey was conducted in 1974-75 with a

questionnaire mailed to 5,833 graduates who had obtained bac-
calaureate or advanced degrees from one or mom of the schools
or colleges' on the four campuses.-There was a 52% return of
completed questionnaires -which was representative of the
sample.

In preparation for [he study, a sampling matrix was
designed to provido the number of graduates from each school
or college and the year the degree was received (1890-1973).
Computer runs provided the numbers in each of the resultant
cells and selected a random sample of 40% from each cell.

The Development of the Questionnaire and its Contents
The questionnaire was developed with input 5nd revi-

sions by top administrators. the Council of Deans, and the
Faculty Conimittee on Teaching, It was designed to make com-
parisons among baccalaureate and advanced degree recipients
from each school or college on the four campuses,of the Univer-
sity spanning the years, 1890-1973.

The 125 items in the questionnaire include the follow-
ing areas:
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Ralph E. flonorct The University of
Colorado ot Denver

Characteristics of the graduates when they were
students:

Class level when enrolled, Colorado residents or
non-residents, degree(s) awarded,' school or cor-
lege, -years of degree awdrds, and campus on
which most work was completed.

First employment;
How was it secured, and was the degree re-
quired?

Present occupational classification or fo mer oc-
cupation, if retired:

Is the University education nixes. ary for the
present position? Have knowledge, skills, exper-
tise obtained in undergraduate or graduate
education been used in employment? Is a gradu-
ate degree required? Would the income be less,
the same, or more without a bac_alaureate qr
graduate degree? The present r 'come, or the
highest income, if retired.

Comparisons of graduates' oecupaticas with those
of their fathers..The degree of gain or no-ginn while
at the University in:

Problem solving. self-iinderstanding, written and
spoken expression, appropriate emotional con-
trol and expression, relating to people, making
close friends, appreciation for person's of other
-race or ethnic backgrounds, becoming better in-
formed about social or domeslie issues and inter-
national relations, ,ability to make ethical deci-
sions, appreciation for the ,z:is; and technical or
scholarly knowledge.

Evaluations of courses and instruction.
The bases on which courses'are evaluated:

21 items with two 5-point scales compiring
graduates' present-day evaluations with those
they believe would have been made as shidents.

The nhed for options or alternatives in academic
programs:

Individually structured majors, inlercollege or
school majors, academic credit fur applicable
work experience, and advisability of majoring in
one discipline.

Evaluations of stu ent 'kr-vices: (5-point scale)'
Academic advising, counseling about personal
problems, careers and occupationa, financial aid.
part-time student employment. job placement.
and where these serviceS were received.

Preparation for life situatin'
Citizenship. ocCupational ilnd career training, in- ,
terest in involvement in community or public
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needs, issues. problems and preparation for a
relatively satisfying life.

What determines a stud/ails altitude toward the
(Iniversity?

Pmsent-day/student-day comparisons on 5-point
smles.

Ei-esent activities in educational. politicid, profes-
sional, and charitable or religious organizations.
Continuing contacts with the University: extent and
nature.

So Me of the highlights of the graduates responsiis to a
number bf these items are surveyed in this paper. with brief in-
terpretive comments,

Income as an Outcome of Higher Education
Tht, median anmial income for all graduates who

received baccalaufeate degrees, 1090-1973, was $14,242 com-
pared with a $20.401 median income for those with graduate
degrees.

These income levels must be viewed from the perspec-
tive of changes which have mcurred over the span of 83 years
and by consideration of differences arnong the schools and col-
leges. 'rhose who graduated with ham:lbw-vale degrees from
1890 to 1920 had a median annual income of $12.000 but this
towed to more than $22.000 between 1920 and 1940. then
steadily declined to $8,000 for those in the 1971-1973 period
(Figure 1). Graduate degree recipients from 1890 to 1920 were
al the $15.000 level of median annual income which rose dra-
matically to $50,000 in the 1940-1945 period and declined to
$12.000 for those who received degrees from 1971-1973 (Figure
1),

In comparison to the 1940-1945 period, there were
wer incomes for both baccalaureate and graduate degree

recipients from 1945-1973, a period when incomes in thy coun-
try were increasing rapidly. This must indicate that, though en-
try level salaries in employment were high in the 1960s, the
graduates who had been in their occupations for 30-35 years
were more established and consequently realized more in-
come. The peak income for all graduates would come al about55 years of age.

A hasty glance at the profile of thy graph in Figure 1,with steadily declining median annual incomes from
1945-1973, might lead to the conclusion that higher education
has become less important in recent years. On the contrary.
educational attainment has increased the probability for higher
income, as Deutermann (1974) from the Bureau of Labor
Statistics reports:

Although the real income of all workers has risen
substantially over the preceding two decades, the
greatest increase has occurred among the most
educated workers. According to the 1970 census.
the median income of men 25 and older with, no
more than an elementary school education was
only 42 percent-of the income of college graduates
in 1969. This differenda, had increased.over the
preceding twn decades. Since 4949, thelnedian in-
come (in 1969 dollars) of men with only elemen-
tary schooling has increased by 63 percent, That of
high school graduates by 69 percent. and income
of college graduates by 87 percent.

An advanced degree was not as important_prior to 1940
as it has been since that time, in produeing higher income, asevidenced in Figure 1. From 1920-1930, the bacealaureate
degree recipient's median income was $23,000 compared to
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.0 for those with graduate degrees. -l'his situation
reversed in 1940-1945, when median incomes for graduate and
baccalaureate degree recipients were $50,000 and $22.0011
respectively. Si9cAt 1040, there has been a consistent trend for
graduate degrees to bring higher incomes Detaermann (1974),
in the Bonsai of Lubor Statistics report, provides an explana-
lion:

In the decades since the end of World War 11, the
average educational attainment of the population
and labor force has been steadily increasing. .

While workers have achieved more education
than in former years. technological changes have
increased the complexity of many jobs and created
a demand for the more educated worker.

When the median incomes of all the degree recipients
h-om 1/100-1973 for each school or college are compared, the
highest are medicine ($32,499) and law ($26,670) with
engineering ($20.294) and business ($19,451) as third and
fourth. Pharmacy was next at $17.231 followed by arts and
sciences, journalism and education at $12.756, $12,499 and
$12.312 respectively. The lowest incnine levels were environ-
mental design (architecture) $11.730. niusic $11,749, nursing
$10.870, and arts and sciences certificate in education $9,614.

The Effect of Degrees on fncome, Perspectives of Graduates
Across the Schools And Colleges

The responses of baccalaureate and graduate degree
recipients, 18904960, across-the schools and colleges, ranged
from 75-100%, belict%iing their incomes Were more than they
would have been without their degrees. The responses of those
who received degrees from 1971-1973 maintained this trendwith sent: exceptions. These recent graduates have net
establisher: themselves and they confronted declining job
markets. Even in this period, most graduates believed that in-
comes ,v.-ere higher because of educational attainment. Veryfew graduates felt their incomes would have been higher with-
out the degrce, only 5% of the arts and sciences baccalaMeates
from 1971-1973, fOr example.

The Necessity of Degrees for the First Employment
Across the business, professional, and technical

schools, gladuates from 18904973 affirmed that they could not
have obtained their first employment without a degree. The
responses ranged from 87% for business baccalaureates to
100% for graduate medical degrees. The arts and Sciences
degree recipients followed this pattern quite consistently until
1907. In the period, 1987-1873, the percentages of arts and
sciences baccaulaureates wha believed theiy degree was neces-
sary for the first job fell from 54 to 29, This 20% figure did not
hold for advanced degree recipients. 1971-1973. 70% of whom
indicated that they could not have obtained their first employ-
ment without the degree.

These statistics indicate that in recent years when the
job market has tightened, an advanced degree or a degree from
a business or professional school has been much more helpful
in obtaining entry positions. This view is substantiated by the
responses regarding the use of knowledge, skills or expertise
in employment. For example, 96% of arts and sciences gradie
ate degree recipients in the 1971-1973 period stated that in their
employment they used knowledge, skills, or expertise obtained
in their education, compared to a 58% response for arts and
sciences baccalaureates' in this period. Comparison of arts andsciences with professional degrees. in education, for example,
reveals that 79% of the education baccalaureates experienced
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the use of knowledge. skills, or expertise in employment (58%
for arts and sciences), while tz17% with advanced &Arms in
education (96% in arts and sciences) gave affirntative
responses to ttlis -plestion.

'Fhis trend toward more spimialized training for
employment can have a serious impact upon society over time.
Budget requests of institutions of higher cslucation are viewed
favorably when they are supported with statistics that evidence
high percentages of_ graduates obtained employment. Ob-
viously. specialized training prodoces this result_ The conse-
quence is that less support may he given for liberal arts or
general educatiim. If the assumption is sound that liberal arts
courses help students form value3. attain historical perspective,
and function better as educated citizens, the trend toward in-
creased specialization with little emphasis on the liberal arts
will produce deleterious results.

University Education and Occupational Achievement
In attempting to discover the outcomos of university

edmation from the perceptions of University of Colorado grad-
uates. there was interest in determining not only the effects of
education on obtaining the first position and the resultant levels
of income. hut also how much education was responsible for
their present positions.

When all responses from 1090-1973 for all schools and
colleges are grouped. 59% of those with haccalaureates aml
74% with advanced degrees stated they cookl not have -oh .
tained their present positions without their degree.

The responses varied across the years and among the
schools and colleges. The more specialized professional or
technical schools such as medicine, law, and engineermg had
responses ranging from 90-100% . The changes over the years
were more extreme for arts and sciences gradthces From
1930-1907, baccalaureate degree recipients' responses ranged
from 66-72% in believing their education was responsible for
the present position. but fell .lo 36% for the 1971-1973 period.
In comparison across tho years nearly 90% of those with ad-
vanced degrees attributed their position to the degree until 1971
when the response was 81%

Occupational MobilityIncreased Occupational Choices
Occupational mObility as used here is not synonymous

with socio-economic mobility, though there is a relationship.
Some graduates increased their choices of occupation because
of their education. but the choice did not always result in a

higher income for the graduate compared to that of the father_
Thus, higher incomes are not the equivalent of occupational
mobility because of value judgments related to the choice ofoc-
cupation and because some professional classifications have
lower incomes than those for sales or skilled workers.

The responses of the total sample, including all schools
and colleges 1890-1973. revealed that 2% of the graduates com-
pared to 26% of the fathers were classified as skilled or
unskilled or laborers. The greatest percentage differences be-
tween graduates and fathers were in the professional
classification with 60% of the graduates and 25% of the fathers
in_this category.

There was a trend from 1890-1960 for the percentage of
baccalaureate degree recipients in the officer-manager
classification to exceed the percentage of fathers in this
classification, but the situation reversed 1960-1973.

What opportunities were offered for graduates to enter
high income professions, such as law or medicine, if their
fathers were classified in lower income occupations? The per-
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centage of the fathers of graduates of the University of Cohirado
School of Medicine who wore skilled, unskilled, or laborers
ranged from 46-23% from 1920-1973. In the 1971-1973 period
30% of the fathers were in the office-clerical, sales, skilled,
unskilled, or laborer classifications compared to 38% profes-

-sional and 15% officers-managers,
One-third of the fathers of the graduates of the School

of Law were in the skilled, unskilled. or laborer classification
(1971-1973), 11% were office-clerical or in soles. 11% were
professional, and 44% were officers-managers. These percen-
tages vary over the years 1890-1973, but there is a range of
22-25% of skilled, unskilled, Or laborer fathers during most of
the lime.

The occupations of the fathers of graduates itorr) other
schools and colleges followed trends similar to the School of
Medicine and the School of Law, with an average of 30% in the

unskilled, or laborer classifications.
Thero were more fathers of arts and scliences degree

recipients in the professional and officer-manager classifica-
tions and fewer in the skilled, unskilled, or laborer categories
than was characteristic of all other schools-colleges for the
period 1690-1971 In the 1971-1973 period 38% of the fathers
were classified as professional. 23% as officers-managers,
13% in office-clerical or sales, and 19% in the skilled.
unskilled, or laborer categories.

In summary, many degree recipients whose fathers
were in lower income occupations were enabled by higher
education to enter higher income professions such as medicine
or law. Acrcss the professional schools, many gradnates moved
into professional or officer-manager occupational classifica-
tions whose fathers were not in these occupations. This was
characteristic of arts and sciences degree recipients. excepting
baccalaureates in 1971-1973. This was the only period in the
1890-1973 span of yours that the number of arts and sciences
baccalaureates in the professional and officer-manager
classifications did not exceed the numbers of fathers in these
classifications. The reasons were that 15% more enrolled in
graduate studies, there were 10% more graduates than,rathers
in the office-clerical and sales classifications, and there wore
9% more baccalaureate recipients in the skilled, unskilled.

and laborer categories than in the 1967-1970 period. Even
though the mobility for arts and sciences baccalaureates to
professional and officer-manager classifications was not as im-
pressive in 1971-1973 as previously, it must be remembered
that these are recent graduates and their ultimate occupational
classification can be determined better at a later time.

Other Outcomes of the University Experience Persohal
and Social Development

The outcomes or benefits of a university education oc-
cur not only in the areas of income and employment. The ques-
tionnaire included 16 statements on self development and
social development and ascertained the relative gain the gradu-
ate felt he made in these areas beciii of his experiences at the
University.

The highest percentages of graduates who reported
high or average gain were in the following areas: (a) technical-
scholarly knowledge (137% ), (b) problem solving ability (82% ),
(c) skill in written-spoken expression (79% ), (d) increased
ability to relate to people (71% ). (e) adequate occupational and
career training (71% ), and (f) increased self understanding
(70% ). Only 4%- of the nearly 3,000 responding graduates in
the sample reported little gain or no gain in technical-scholarly



knowledge and only 0-15% reported tilde gain or no gain in the
other 5 areas.

Appoodmately one-hall of the graduates !whittled they
g,ained in the personal development areas of appreciation for
the arts, The appropriate expression or control of emotions, and
the ability to make ethical decisions. About one-half were
aware of social development gains in becoming better informed
about social issues and internatitmal relations, in developing an
appreciation for persons of other races or ethnic backgrounds,
and in an increased interest in becoming involved in com-
munity and public issues and needs, l'here is a substantial par-
ticipation level in educational, professional, charitahle-
religious, and political organizations, hut it is not extremely
high.

Evaluation of Academic Programs
The graduates were asked to evaluate the (It ably of the

courses they took anti the instruction they received while at thu
University, One-fourth of the courses and instructim were
rated excellent. 5 l% were considered good, and three-quarters
of the total were positively evaluated. On the other hand, one
quarter of the University's courses and inslruclion were evalu-
ated as poor by its graduates. .

'Me responses of the baccalaureate and graduate
degl ye recipients or each school and college are fairly similar to
those of the overall sample. With some exc::ptions, there is a
trend evithint since 1950 of more courses evaluated as pier and
fewer courses evaluated as excellent. There was also a tenden-
cy for graduate degree recipients to evaluate courses higher
than haccalaureates, with larger percentages of excellent and
good courses nd lower percentages of poor cotirses. Thv
evaluations of instruction correlated with these trends_

The results of the responses of graduates are clear.
Although the overall increase in 1:irxir evaluations over the years
and the accompanying decreases in excellent ratings are par-
tially counter-balanced by increases in good ratings, there has
been a general decline in the quality of instruction and courses
since 1950.

Interpreting the reasons for this decline is a difficult
task, but several possible hypotheses are offered here, First,
there has been an increasing demand srice the 1950s for
universities to assume a more ,active role in service and
..esearch. This demand was accompanied by increased enroll-
ments throughout the nation and, even though funding for
universities reached an all-time high during the 1950s and the
1966s, the tremendous demands for instruction, research, and
service were perhaps-not adequately met.

Ilenurd

Secondly, in an earlier research, [Lenard (1(173) fininti
that 05% of lhe University of Colonido faculty members do not
believe that promotion and tenure are based primarily on an
estimate of leaching effectiveness, and 61% do not believe that
department chairmen or other administrators attach as much
importance to demonstrated teaching ability as to potential for
scholarly contrihution when now faculty members are
recruited, Thus, the decline in the evaluations of courses intl
instruction may he partially because leaching effectiveness is-
not rated higher in the reward system for faculty. This does not
mean that research. and scholarly contributions are mnimpor-
tam. They are considered necessary for excellent instruction,
The faculty members miNt be indicating however% that ins! rut:-
lion needs a higher rating for lewards and in recruitment.

Another consideration in the decline of evaluations of
courses and instruction in 'the past 20 years is the changing
nature of the student body. Scholastic Aptitude Test scores and
other test scores indicate that students enter the University with
more academic preparation than in the past, even when very
recent declines are considered. These students reliably have
higher expectations than did former students and their evalua-
lions arti, therefore. lower.

Summary and Conclusions
The results revealed that predominant perceptions of

graduates with baccalaureate or graduate degrees wore that
their university education was necessary for first employment,
for their present position, and that it pretluced higher income.
Graduate degrees or specialiml professional training have
become more necessary since 1940, Higher education,
however, enabled 50% of both baccalaureate and gnuluate
degree recipients to increase their occupational choices over
those of their fathers. In addition to occupational and income
benefits from university education, the graduates realized in-
te:lecanal, personal and social gains in development.

The evaluations of courses, instruction, academic ad-
vising and other student services emphasize that attention
should he given to the areas needing improvement. The results
may he used in meetings with official state hodies. and on the
local campuses in budget considerations anti in academic plan-
ning, and can servo as a basis for similar research at other in-
stitutions.

The conclusion is that postsecondary institutions can
discover that their graduates are onv of the best sources of in-
formation supporting the benefits of higher education and in
determining the academic programs and student services
which need improvement,
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SLOWING STUDENT ATTRITION:
AN ACTION RESEARCH PROIECT ON ACADEMIC A.DVISING

During the opening 1,v!ieks of the Hill Family Founda-
tion project on academic advising at Drake University.
academic advisers reported the following cases. The reasons
given by these freshmen are typical of those voiced by students
at many universities,

'Daryl withdrew on August 22nd, just before .

classes liegim. The Assistant Dean reported that
he arrived for summer orientation, stayed-on by
camping nem the river, worked at the Stale Fair
and then left I mouse 'this (Des Moines) is just too
far from holm.'

"Patrick withdrew on Angusl 31st. He left for per-
sonal reasons at home, also saying 'I just don't
think I could change into the environment here.
His advisor reported that as a member of a funda-
mentalist religious secl, Pat felt that Drake was
Sodom and Des Moines was Gomorrah."

"Karen withdrew on August 31st. It appears she
attended Drake Only to please her parents and that
her own motivation 'was idle curiosity.' She
thought her attitude might have been different had
she attended our summer orientation program."

"'Edward withdrew on September 13th. His ad-
visor reported that he has a serious vision
problem; his glasses are so thick that he must
remove them to readwhen he does, he lowers
his ,head so that his nose is actually on the book.
Some previous advisor assigned him to five read-
ing classes.

"Debbie withdrew on September 17th, about a
month into the semester. She had attended Drake's
Summer Session and had achieved fairly well,
mostly Hs and Gs. rn the FalL she became en-
trapped in Englishand left, saying she 'would be
satisfied only with A grades.' Her ACT Composite
is 15 and she ranked in the bottom half of her high
school class.-

1 imagine you could find very similar cases al your o n institu-
tions with very little difficulty.

Drake did not begin the Hill Advising nd Retention
program without some prior experiellue. Through good plan-
ning and good luck we had experimented with two limited
programs, elements of which were incorporated into the Hill
Project.

.In 1971 the College of Liberal Arts tried an intensive
advising program-for freshmen and sophomores who appeared -
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to be in academic difficulty. Certain faculty advisors WVIV paid
$200 overload during the Spring semesterand in return tried
to contact advisees by telephone to gel the student in for a visit.
Advising effoits concentrated on reading and study habits. tc!st
taking strategies, and very limited referrals to other University
agencies. -Special Counseling,- as it Was -called, enjoyed a
modest success, not so much in the effect on students but on
faculty attitudes. Many faculty were pleased al the additional
contactand we learned that the general student complaint
only see my advisor twice a year to gel my schedule signed"
Ms a two-way street. Advisors enjoyed the student contact,
but they had only a limited mechanism for that contact.

The second program providing experience for the Hill
Project was, and is. the Transitional Services Program. Transi-
tional started with 19 students in the inti9 Summer Session and
now regularly enrolls 100 in the Fall term and another 20 or so
in the Summer.

Transitional provides directed study for one semester.
It includes required work in reading 'and study skills, and in-
tensive consultation with a Transitional counselor. It is one of
the few programs al Drake that provides no financial aid,
places strong, written conditions on continuation past the prob-
ationary semesterand is Oversubscribed by applicants! The
six years of dealing with these -predicted failures- has sup-
plied much of the experience we drew upon in writing and im-
plementing the Hill Advising Project.

The Hill Project
This is the second year of a project funded by the Hill

Family Foundation of St. Find. Minnesota (now the Northwest
Foundation) under their Independent Caege Program. The
Hill Family Foundation serves a seven state area that includes
Iowa. First year funding at Drake was $93,000 and second year
funds are over $80.000. There are three main parts to our
program and five secondary objectives. These objectives are
outlined in Table 1. All of the systemsAdvising, Exit Inter-
view, and Course Predictionare up and going. In addition.
the secondary objectives are either completed or are on a con,
tinning basis. For example, the Center for the Study of Reten-
tion continues lo provide free consultation service to institutions
within the Hill area. We also publish a newsletter, RETAIN,
that has articles from Hill-area colleges and universities about
other advising and retention programs.

As indicated earlier. the Hill Project was at, tgrowth
of previous experiences with various groups of exit-prone stu-
dents, plus the shock of a student flow-model which indicated
we are losing, on the average, slightly over 45% of our new, en-
tering students within 2 years, The program also started
because Hill inVited applications for grants from private col-
leges and universities in their service area of Iowa, Minnesota,



the Dakotas, Montana, Idaho, Oregiin, and Washington. The
previous studies. the flow-model, the Hilt invitationand the
Obvious concern of a private university to find ways to retain
more sltalentsall came together very neatly.

There were some other underlying concerns, some that
may twther other institutions:

I. There was ti need lo know more afxml Drak stu-
dents and the Drake campus environment.

2. We wanted to find ways to reduce the (lissonilOce
that students fell, dissonance that contributes to at-
trition,

3. 1./Ve felt strongly that Academic Advising is clearly
different from counseling (in the student life con-
text) and that our Academic Advising needed
close look.

4. Some of us on the staff accepted the premise lhat not
all faculty should advise studentsand that even
those who do advising well can use more aids.

5. We also felt that an institution composed of profes-
sionals shook! act professionally when we first deal
with our clients. We used the analogy of seeing a
medical doctor or an attorney where one would be
highly suspicious of a practitioner who did not take
a full ease history or probe exhaustively about a
legal problem. We needed to analyze our students
(clients) similarly.

Program Functions
For students, the first year of the program served

nearly 300 freshmen identified as "Exit-Prone" through a com-
bination of low ACT Composite score or low SAT verbal and
math scores, low high school rank, or a positive score on an in-
strument designed to predict LEAVERS, not using academic
backgrotind. Students were assigned lo a Hill academic advisor
by their college Dean. The design of the program provided very
intensive contactat least once a week for a minimum of 30
minutes. citiring the start of school. ContaCt _tapered off during
the Spring semester. Thus, exit-prone students were placed in
an almost tuiorial relationship with (heir Hill academic adviser.

Fourteeir faculty of instruction were selected to partici-
pate in the Hill program'. In addition to meeting with their
selected advisees, they attended weekly training sessions,
reviewed cases presented for discussion, kept a log or diary of
each advising session, learned about Drake's referral and help-
ing services, and learned to take the initiative in contacting and
helping an advisee instead of waiting for a crisis.

Among deans and general faculty there is little overt
change in behavior, which is not surprising since that is not
what the program set obt to do. There is, however, a basic shift
in awareness about the need for good academic advising, and
particularly about the need to slow student attrition. Much of
the latter may be due to the general crunch in higher education
rather than the Hill program at Drake.

Among the University community there is a much
greater awareness that our attitudes toward students arc very
important in keeping them al Drake. Before the Hill program,
very little conversation was heard about the need for the
Registrar's office, the Cashier's office, the Library staff, or any
other support service to pay much attention to altitudes about
students. Today, we can say with certainty that support ser-
vices are very much aware of the need, Changes, however,
come about more slowly. Does it work? Humanistic academic
advising does work at Drake. Attrition for the "Exit-Prone'
group was def1nitely slowed over the academic yearand

Dennis L. Bales

Tablel
HILL ADVISING PROJECT

DRATa UNIVERSITY

Basic Objectives of the program:

ADVISING:

1. Identity "Exit-Prone" freshman students
2. r Create a cade of "Flumanist!c" academic advisors
3. Provide advising tools
4. Reduce attrition

EXIT INTERVIEW SYSTEM

1. Create a rational exit tysr'm=fur all students
2. Create a usable data base
3. Train "exit interviewers"
4. Learn where Drake i 5 wrong

COURSE PREDICTION:

I. Evaluate grading patterns in common courses
24 Predict chances of success
3j Create a new tool for advising

Create a new tool for student self-advising

Secondary ObjectiveS of the program:

Create a bibliography on retention programs
Write an advisors aids' book
Implement training techniques for academic advisors
Use an Advisor Perception Inventory as a check
Start a Center for the Study of Retention

Exit drone

Cohcrt
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Table 2
ATTRITION FROM THE 1973-1974

FRESHMAN CLASS
Till

NvIT h-
aw

' Spfing Sptirg NMI t.tm,
mon- wit h. Acadvolic ruvkl

III um tit ilW Year Wiih- Stitn111±1

&AV

13 12 5 30 55 85

26 58 22 106 26 132

they appears to be a contribution to the general retention rate
betw en the freshman and sophomore year.

Table 2 shows, in brief, what happened le the 698
freshmen who started the Fall 1973 semester. Of that group,
280 finally ended up in the exit-prone group Ind received the

i

inte sive academic advising. The* balance of the class was
folk wed simply as a cohort group and received only the usual
adv sing contacts. For the academic year, the exit-prone group
had a loss rare of 13% while the cohort group had a loss rate of
17i'30 . It must he recalled that the exil-prone group also started
outlwith much weaker acarlernic preparation. The losses over
the/ summer tipped the balance in favor of the cohort group; it
apPears we were able to reduce freshman year attrition, but the
effect was not pOwerful enough to carry over into the next year.
HSvever, as Table 3 indicates, we were able to affect the over-
al retention rate of freshman students.

The retention rale has increased among the entire
r .shman class and we_ feel that more of the Hill group

returned in the Fall of 1974 than we would have normally re-
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Table 3
RETENTION THROUGH THE

BEGINNING OF THE SOPHOMORE YEAR

1958

N vim&

FIV tiliAtA N

NO /* IUNNING
AS .1( WM./MORES

RI !IN 1 ION

R-11

FRESHMEN 1137 707 62%

1969
FRESHMEN 1133 832 73%

1970
FRESHMEN 1185 856 72%

1971
FRESHMEN 1252 897 72%

1972
FRESHMEN 1062 729 69%

1973
FRESHMEN 895 678 76%

Table 4
ADVISOR PERCEPTION INVENTORY

ITEM

1. My advisor has been readily available for
consultation,

2. My advisor has been genuinely concerned
about my welfare and has been actively
helpful.

My advisor has wrved as a resource person
for me.

4. The spirit and practice of continuous self-
evaluation has grown throLgh my advisor,

5. I enjoy rny regular interview sessions with my
advisor,

6. My advisor encourages me to express my
opinions about Drake

7. My advisor listens to problems I encounter.

B. My advisor knows when I do not follow
higher conversation.

9. Major points of my regular interviews have
been summarized by my advior.

10. My advisor has helped mel with personal
1 :problems. /

11, My-advisor has taken an interest in me.

12. My advisor and I spend most orour time dis-
cussing academic problems.

I believe n.y advisor anticipates needs that I
have.

14. I believe my advisor has helped make the
transition from high school io Drake
smoother.

15. I would willingly share problems I encounter
with my advisor.

16 My- advisor has introduced me to various
organizations within Drake.

17. My advisor has been well-prepared for each
interview.
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Mined without the Advising and Retention program. lf this lial-
tern holds for four years. then sve will have solid evidence that
humanistic advising contributes lo holding these ktnds of stu-
dents.

Students who Were part of the progrun liked it. faculty
likual il. We also have some evidence other limn verim1 i!xPres-
situ) that this kintl of advising not only workth but also is desir-

The Advisor Percvlion Inventory. illustrated in Talile
IV. was constructed by our Hill Research Associate. 'Hie table
is a simplified version: the actual instrument allowed a student
to repond on 0 scale from strOngly agree to strongly disagree. It
was administered in the Fall and again in the Spring to all the
Hill students and to a sample of the Cohort gon p.

What iNe found were some major differences in per-
c:eption of adVising between the Hill group and the Cohort
group, some of them statistically significant. In fact, only items
I I and 12 were not significantly different al the .001 level. Wp
levl alai this kind of response from students receiving differen-
tiated treatment is solid proof of acceptance of humanistic ad-
vising by the Hill students.

As might Is) expm:Ied, the advising purlion was not
without so= problems:

I. There was initial faculty fear of being turned into
junior counseling psychologist.

2. Advisors were hesitant In inilialo conlocl with stu-
dents.

3. They were unsure of referral services or pro-
cedUres.

4. Faculty were unwilling to "think.Drake-: they were
tied to their collegeor department.

5. They were hesitant to advise a student out of Drake.
b. They were hesitant to keep logs or journals.
7. They were unsure of how lo handle a student com-

plaint about a fellow latailly member.
All of these fears and hesitancies were met, if not overcome,
through the group sessions. Hill academic advisors discovered
they were not alone in facing these problems.

The second major section of the program was the crea-
tion of on -Exit Interview System- and related dala bases. Qf
course we had an exit systemit simply did not work. The
thrust of the Hill exit system lay in charting Ille actual pro-
cesses a student must go through to formally leave the Univer-
sity and them trying to persuade advisors, deans. and support
staff to follow the chart. We did nol create a new prtx:ess for
exiting: we simply wrote it down. In addition to thinking
through the exit system, we did create an exit interview form,
sel-up for keypunching and given only to those trained inter-
viewers who actually conducted the exit interview, Table 5 it-
lestrales the content of the interview.

The system is fine, Mil like 1)11=1u:racy, il only fouls
up, when people are plugged in. There is close control on Hill
student withdrawals because of the advisor contact so a.gcxxl
dala base is being established for that group. Prohably only
25% of others, incloding upperclassmen. who withdraw are
being interviewed. Students slip by in Dean's offices, the
cashier; the Registrar's office. This slippage really destroys the
analytical power of the exit system and dala base. You must be
very hard-nosed about exit dala if you want to know wlw pe0-
plv leave your institution after you have pul out your best
efforts to retain. them.

The final mainparl of (he program was creation of
course prediction matrixes there are about 30 or so of these.
Th, original purposes were several:



(10)
NAME

(18) FR SO IR SR GR
CLASSIFICATION

CHECK THE FOLLOWING WHICH APPLY:

(38) HOUSING
Lives in dorm

_ Lives in sorority/fraternity
Lives at home
Other off-campus housing

(39) STUDY HABITS
Less than 10 hrs a week.
Between 10 20 hrs per week
More than 20 hours per week

(40) RETURN TO .DRAKE
Yes, after one semester
Yes after one year
No

(41) PLANS
Go to other school
Has job waiting
Plans to find job
Entering military
Mairiage
Other. What?

Table 5
Exrr INTERVIEW CON TENT

(16) M F 17
SEX

YEA E_SIO -INITIAL ENROLLM NT

(43) HELP RECEIVED ON THIS DECISION
Dean Academic advisor
Professor _Counseling center
Parents/relatives Student life
Other students __ Other. Who?

(50)

(63) What was his chief reason for attending Drake in the first place?

(64)

(66) Please state your analysts of the reason for this ithdrawal:

Reason for withdrawal indicated by student ap-
pears to be real one.

Dennis L. Dotes

(35)
MAJOR

LLEGE-REGISTRATION

(45) Car on campus
(46) Receives hist Financial Aid
(47) _ _ Has informed parents
(48) Has two dose friends here
(49) Participated in 1 out-of-class activity per week
(22) Enrollment continuous

(68) CONTENT OF INTERVIEW
Eliciting on information_ Listening
Referring to other services

_Advising
__ Counseling

Informing of opportunities
Considering alternatives

_ _ Helping student think thru issues
Giving information

(69) BEHAVIOR OF STUDENT DURING INTERVIEW

Hostile
Non-responsive
Responsive

Neutral

Open
(70) RESULT OF INTERVIEW

Much negative effect on student
_ Some negative effect on student
_ _ Na effect on the student

Some positive effect on student
Much positive effect on student

What was his major reason r leaving?

(79) Possible preventive action by Drake-

(33)
ACT COMPOSITE SCORE

296

(54)
SIGNATURE OF INTERVIEWER
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I. 'co help find sections that better fit a shalent's
erRiasuriiti abilities:

2. To advise after a' schedule is Wilt: how good a jolt
did the advisor do?.

a. To offer a quick fix for a student wilt C5 iii ical emic
peril: where is a section that offers a chance of Sur-
vival?

Prediction matrices are gukles only, hut they were per-
id as a real threat hy some. Consequently, they have not

I en widely used.
Can other institutions implement a program of this

type? The answer is a qualified -yes- which is dependent
upon four variables. These variables take the form ot selkoc-
aminabon questions.

I. Do you perceive xi attrition-retention proNem on
your C,ainpus?
if yes, do you know about how inany students you
lose, when you lose them. and for what reasons?

I. If yes, aro your lino officers,_deans and department
heads also aware of losses and reasons?

4, Does your faculty truly understand the relationship
bou.vi!en retention of students and institutional fi-
nancial health?

If you can respond yes Or even "semi-yes" to the
above. you can start an academic advising program. tailored to
your campus and your conditions, using the genmul inMel de-
veloped at Drake.

The greatest difficulty in starting a program of this kind
is not in Ihn mechanics but in convincing faculty and officers of
its utilitythe prpblem is attitude, not administration.

9
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Table 6

CHANCES IN 100
of

OBTAINING A "C" OR HIGHER IN BIOLOGY
The Biological Sciences (603-002)

ACT COMPOStTE
SCORE

HIGH SCHOOL GPA

30 and above 99
(100)

25 29 89 95 98
(71) (81) (100)

20 24 67 el 89
(86) (95)

16 19 42
(75) (80)

15 and below

Observed frequencies are expressed in parentheses. Cetis cant ir:ing less
than five obseivations were not repoqed,

Il no information is available on the student, chances ot getting a "C" or
higher are 81 out of 100.

The expected withdrawal rate from this course is 12% . The typical with-
drawee had an ACT composite score of 21 an a "B-" high school CPA,



ATTRITION AT A NONTRADITIONAL INSTITUTION

Attrition studies grace shelves throughout academe.
Despite impressive methodological schemes and lofty expecta-
tions among institutional wsearchers, the results too often have
falkit into the faint praise realm of -interesting However,
the airrent and projected reduced enrollment pool in American
higher education creates a climate in which information about
leavers is valuable and necessary. Almost all institutions need
to learn such things as whether they have programmatic
features thlit are driving people away, what types of students
they serve well, are there important groupsminorities, older,
brighter, fir6ncially disadvantagednot well served, and what
changes might help retain current dropouts? Into this evolving
scene, Empire State College (ESC) has arrived with an explicit
mandate from New York State to serve students previously not
well served and to monllor its success and failures.

At the previous two AIR Forums, we have presented
aspects of Empire's comprehensive research and evaluation
program. A cornerstone of the program is to conduct studies
which reflect several perspectives: administration, faculty, stu-
dents, state officials, and others. This paper will detail the
strategy for attrition research at ESC and discuss implications
of the findings in terms of the multiple perspectives,

Problems for Attrition Studies at Empire State College
Empire. a statewide public college without a campus,

has a year-round calendar and serves ils students in a highly
flexible mariner that makes short-term step-out simple,
Because ESC employs learning contracts rather than classes,
the step-out student loses no ground by filling out a withdrawal
form but merely makes no further progress until he/she
decides to re-enroll. Renrollment also is accomplished by

_completing a straightforlvard form. Thus, the number of with-
wn students changes daily and only the recent development

of equally flexible computer systems makes accurate attrition
studies practical. ESC's nature also creates interpretation
difficulties lo go with these technical counting problems.

Same common findings in attrilion.mudies are that stu-
dents withdraw because of low grades, diminishing motivation,
financial difficulties, homesickness, loneliness, dislike of room-
mates. illness. etc. (Astin. 1972; Fenstemacher, 1973; Wert,
1965; Hannah, 1969). Most of these and other similar reasons
either do not apply to ESC or apply differently because Empire
serves a student body averaging 37 years in age with GO%
employed full-time while studying and 63% married. The
response "diminished motivation" for n 34 year old welder
with a family is seldom another way of saying; "1 want to

.hitchhike across Europe.." Some factors that further complicate
an ESC attrition study include the College's practice of granting
up to 80% of a bachelor's degree on the basis of denionstrated
prior learning leaving as little as six months of remainingstudy,
the individualized -degree programs that require students to
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specify objectives, and the primary role played by a student's
faculty mentor in making ESC a rewarding learning ex-

Furthermore, lo fully understand the difficulties of
studying withdrawals at Empire.: these unique factors must be
added lo the problems inheronl in attrition research for-any in-
stitution: determining why the students unrolled in the first
place, deciding which withdrawn students are indeed drop-
outs, achieving an adequate resporise rate, obtaining candid
answers, and ending up with firidings that can be compared lo
those on studies at other institutions (Summrskill. 1962)

A Strategy for Assessing Attrition
A premise of the three-year cost/effectiveness project

of the ESC Office of Research and Evaluation is that the ap-
propriate Way to examine effectiveness is lo use quantitative
measures in concert with qualitative Jechniques (Bradley,
1974). This premise has similarly guided our strategy for
assessing attrition, an element of the cost/effectiveness study.
Aspects of both the quantitative and qualitative techniques will
be applicable to attrition studies at many institutions, both tra-
ditional and nontraditional.

Quantitative
When Empire State College's computer systems are

fully operational, we will have three types of attrition counts:
temporal, activity, and degree progress. The temporal count
provides the most comprehensible data and helps with an im-
mediate problem at Empire, defining attrition.

Short;term withdeawal, as noted earlier, is encouraged
at ESC so we needed a way to decide when a step-out becomes
a dropout. Early experience with the temporal count which
monitors the length of time that students in a given cohort re-
main withdrawn suggested that an appropriate definition_of at-
trition is; a student withdrawn suggested that an appropriate
definition of attrition is: n student withdrawn for eight consecu-
tive months or more. This span of tinie is roughly equivalent lo
two traditional semesters and provides modest comparability to
other studies. Many students withdrawn for less than eight
consecutive months re-enroll.

The results of a temporal count taken on a cohort
established in 1913-74 are on Figure 1, Nearly one-third of the
877 is now "attrition,- Some studies (e.g., Astin, 1972;
Fensternacher, 1972; Chickering /3, Hannah, 1969) indicate that
this is not a particularly high rale for a college in the first year,
However, Empire's unustial, often highly educated student
generally ri yes much advanced standing and can in no way
be termed -shtnen." As data is received from similar institu-
tions or disswiikir ones using a similar methodology, modest
comparisons will he made.

Almost one-quarter of the cohort have taken advantage
of Empire's advanced standing opportunities and graduated.
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Figure 1

EMPIRE STATE COLLEGE ATTRITION: TEMPORAL COUNT

Graduated
208 123.7% )

Cohort:

All students enrolled
at any time between

1 Year Enrolled

8/1/73 - 1/31/74 877 250 (33.0% )

*1 month 28 days

The remainder are currently enrolled.(33% or withdrawn for
less than eight 28-day months (10% ). We will continue tem-
poral counts on the cohort until all are either graduates or attri-
tion.

The -second quantitative measure is the activity count
which looks at how much successful effort a student has made
at Empire_ This count is important because a learning contract
has no fixed length nor does it end until a student completes all
specified work. Thus, two studen:s might each be enrolled for
ten months, one completing three contracts and a portfolio for
advanced standing and the other nothing. Thus, the activity
count helps measure how "tragic- was the case of a given
leaver.

An activity count of the cohort leavers shows that 29%
cempleted no learning contracts, 27% completed one, an addi-
tional 24% two. 13% three, 7% four, and 1% five. Since many
graduates haw, completed their studies in tWo.or three con-
tracts, it appears that many leavers made a tangible commit-
ment to their studies.

The third type of count, degree progress, also measures
the extent of the personal -"tragedy." This count looks at how
Mr a student was from degree completion which=can be deter-
mined as soon as the individualized Degree Program and the
assessment of prior formal -and nonformal learning arc ap-
proved. The possible range is from 6 credit months to 32. Com-
puter programs are not yet completed for this count so adequate
data are unavailable. Our personal observations, however. in-
dicate that few students drop out after portfolio completion and
close to a degree.
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Withdrawn
8 rnos.+ ----288 (32.8% )
7 mos. - 17 (1.9% )
6 M05. ==' 15 (1.7% )
5 mos. 11 (1.3% )
4 mos, ==. 8 (.9% )
3 mos. 13 (1.5% )
2 mos. -- 18 (2.1% )
1 mo. . 9 (1.0% )

-379 4 .

Qualitative
The quantitative aspects of an att ition study are useful

for planning and getting a sense of the magnitude of the with-
drawal problem hut. in order to make appropriate changes, it is
more important- to learn why people left and what might be
done about the reasons. In 'tackling these problems. the ESC
Office of Research ! Evaluation has had excellent success
with phone interviev vhich were first used while inVestigat-
ing attrition as part of the Self-Study for accreditation
(Lehmann, 1974). Phone interviews are efficient in terms of
overall time, well-received by respondents, give virtually a
100% response rate of those contacted. are inexpensive, are
relatively unobtrusive, allow give-and-take on complicated
responses, and provide the researchers with a sense of
whether the respondent is being frank, Furthermore, analysis
's often easier because coding of quantifiable items is done by
the interviewer immediately after the interview.

In the 1975 phone interviews, we drew a two-thirds
sample (1N) of the attrition group and reached 94 (50% ). One
person declined to participate. Of those not reached. 56 (30% )
had moved with no forwarding address or had left an incorrect
phone number. The interviewers had an occasional chuckle
over these as they reached Dial A Prayer, Weather informa-
lion, and the emergency number for a cemetery monument
business. Overall, however, the phone technique was a great
success as we went from the first call to computer-run
marginals in 15 business days.

While findings are discussed at some length in the next
section, a somewhat unexpected one affects the interpretation



of the counts: 13 of 93 (14% ) withdrawn students clearly were
not dropouls in the true sense. Four students had used Empire
as an enrichment of their studies in other colleges, 4 were tech-
nical withdrawals waiting for certain documents to be pro-
cessed which would clear them for gradualicn, and 5 had al-
ready re-enrolled in the 25 days since they were identified on
the temporal count. (The last group indicates that N consecutive
29-day months may not be a sufficient definition of attrition.) If
the phone survey random sample group is typical of the overall
attrition pool, a more accurate attrition rate after a year (Figure
1) is 28.3% , not 32,8% .

Findings of the Phone Survey

Characteristics of ESC Leavers
In Figure 2 we have,compared selected demographic

characteristics of ESC leavers and current students. The
leavers Were more likely to be typical college age, single, work-
ing full time, and enrolled as half-time students. The age and
marital status findings seem to suggest that students in the
modal categories for the College have a higher probability of
completing their studies, Certain selected occupations also
show the contrast between the two groups. For example, about
25% of the dropouts were employed in professional and semi-
professional occupations (e.g_ teacher, nurse, veterinarian
assistant) compared to 32% of the current students. in contrast,
29% of the attrition group held blue collar jobs (e,g., telephone
operator, machinist) while 21% of the current students held
such jobs. For all other occupations, there waS little difference
between the two groups, -

The basic finding above'is not generallysupported by
other studies. Fenstemacher (1973) found married persons
more likely to leave. Although over half the ESC students who
leave are married, it is the single group that shows greater
likelihood to depart. However, Empire's ''adult- student body
probably makes such comparisons inappropriate. Astin's
(1972) national study of dropouts revealed that more men than
women persisted to graduation which also is in contrast to ESC
data (Lehmann, 1974), Only McIntosh and Morrison (1974), in
studies at the nontraditional Open Unitorsity in England, have
lescribed demographic findings similar to Empire.

Ret.sons for Leaving
The attrition group gave several reasons fur leaving

Empire (Figure 3), By far the largest number of rei;sons were
personal in nature. Of the leavers, 41% stated that health,
family problems, or moving out of the community were the
basic cause of their withdrawal. For example, one female stu-
dent withdrew because of pressure from her spouse resulting
from -too many meetings with her male mentor,- Another left
shortly after a seriou'S injury befell her daughter. Still another
found that job, family, and study were adversely affecting her
health, Almost one third (31% ) said that iob-related probleMS
were the basic reason for withdrawal. Leavers said that
could not handle the scheduling or reallocation of their time-S'o
that both college work and job responsibilities could be
handled in a satisfactory manner, For example, several claimed
that new jobs required too much of their time to also allow
study. One man who trains unemployment insurance coal-
selors said that he would return to Empire "when prosperity
strikes again.- Just over one-fifth (21% ) of the dropouts riled
poor relationships with their faculty mentors as a prime reason
for withdrawal. Either the former students had a mentor they
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Figure 2
SELECTED CHARACTERISTICS OF ESC LEAVERS

AND CURREN iSTUDENTS EMPIRE STATE
COLLEGE ATTRITION STUDY

characteristics

Sex: (Female)

Age:
Average
Range
12 and under

Marital Status:
Married
Single
Other

Employment: (Working
Full Time)

Occupations:
Professional
Semi:Professional
Skilled
Semi- or Unskilled
Housewife

Student Status,
Full Time
Half Time

Leavers
(N,-- 93)

Current Students
(N. 483)

48-E,

27%
1 0 ";,

73",,

16%

55%
45%

Source Irition Phone Survey, ESC Student Experience Questionnaire, ,
and College files.

Figure 3

REASONS FOR WITHDRAWAL
EMPIRE STATE COLLEGE AMITION STUDY

Reasons for Withdrawal*

Personal problems (e,g,, health, (amily obliga
moved away)

lob problems (e,g., too deinanding of my time)

Mentor problems (e.g., did not like, unproductive
relationship)

Financial problems

Problems with ESC brogram and/or procedures (e.g.,
confusing, too much independence for me)

problems with bureaucracy (e.g., billing)

sProblern-i with portfolio

Problems matching my goals to the Collme

No problems

Transfer to another college

Found Br= too structured

Other

Percent

41

31

21

15

15

12

12

9

5

4

1

6

'Since many respondents identified more than one reason for leaving,
the percent total does not add up to FCC% . The percentages were based
on the number of responses for each reason.
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did not like a the relationship was unsatisfying and unproduc-
tive. For example. one felt that ESC was not recruiting mentors
who relate to people:but rather -scholars.- On b. was crushed
by a mentor. who did not feel she was doing acceptable work
though -I've always been an 'A' student. I can show you
transcripts." Financial problems and problems with ESCs
program each'accounted for 15% of the reasons.'Problems with
ESC's "red tape:' (especially with the billing process) and with
the preparation of a portfolio for advanced.standing were beth
citcd by 12% of the leavers.

The basic conclusion we draw from this data is that the
top reasons cited for leaving are external to the College (per-
sonal and job problems). Problems with the faculty mentor are
the major internal reason cited. Between one-sixth and one-
tenth of the leavers identified -problems with the portfolio for
advanced standing, problems with ESC's program and/or pro-
cedures, or a poor match between personal goals and College
objectives. An example of the student goal and. College
mismatch is one student who found no mentor in yoga and left
for California. A minority of leavers (some 10-15% ) were ncii
prepared to take'on the responsibilities of ,self-directed learning
and, thus, encountered difficulties with ESC's educational
program which requires a fair amount of student indepen-
dence.

The. data on reasons for withdrawing from ESC also
contrasts rather sharply with several previous studies. Iffert
(1965), in a national study, found academic problems (45.8% )
as the prirruiiy reason for dropping out followed by health and
fami'ly (25.2% ), financial (15% ), and dissatiifactions with the
institution (6.1% ). Fenstemacher's (1972) research on dropouts

Figure 4
EFFECTS OF EDUCATIONAL EXPERIENCEAT ESC

EMPIRE STATE COLLEGE ATTRITION STUDY
Effect Category

For the work I did, I learned a lot increosed intellec-
tual competence) 40
I gained new insight irao myself (self-understanding) 32

ESC generally positive experience' (I think I would
have -done well if 'not for personal or financial
problems) 21

I increased my self-confidence 16
I got to know my limitations 15

EISC helped me to clarify my life purposes 15
No effect whatsoever 12

l'rn disappointed that.I did not ,coMplete my stOdies 10
It was a completely negative experience

ESC enabled me to gain college credits, credit for life
experience arid eventually a degree

Helped to iMproverny job competence 2

it got My desire for a college education o
system

1

Other

ly

'Percentages total to nlore than 100 since many respondents identified
more than one effect from their experience. The percentages were
calculated on the basis of the number of re5ponses for each effect
category.
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in the Minnesota State College System found the top four
reasons for withdrawal as: insufficient financial resources
(48% ); disappointed with academic program (48% ); unhappy
with the college experience (47% ). and academic program not
available (36% ). In a national survey by Panos and Astin
(1968). the top four reason§ for leaving were: dissatisfied with
college environment (27% ); for femaleS, marriage (29% );
wanted time, fo reconsider interests arid goals (26% ); financial
(24% ): and changed career plans (22% ). In a more recent na-
tional study, Astin (1972) found that dropouts were more likely
to be employed during the school year. more likely to be mar-
ried or plan to marry while in college and more likely to be con-
cerned about financing college education,

Comparing the reasons stated by ESC dropouts with
those stated by the more traditional college age student suggests
again that the ESC student is indeed different. Because ESC
students are older, and at a different stage in their life cycle,
family obligations or ill health appear to be either more likely or
more pressing. Thus personal problems, job problems, and fi-
nancial problems are three of the top four reasons at ESC for
withdrawal that are not supported in most other studies
reviewed.

One question in the phone interview asked each leaver
with whom he/she discussed the decision to withdraw. About a
quarter of the dropouts said they discussed the decision with
no one, while over half (57% ) talked with their mentor and
22% talked with their spouse. When the leavers were asked
What the reactions were from the people with WhOm the deci-
sion to withdraw was discussed, over three-quarters stated that
mentors2spouses, and others supported the decision to with-
draw. This high percentage of support for decision to withdraw,.
conflicts again with another sindy where only 10% of the in-
dividuals counseled the potential dropout to leave_(Hannah,
1969, p. 399).

Effects of ESC Experience
A particular concern of this office in the

cost/effectiveness study is with perceived effects of the ESC ex-
perience.-Figure .4 presents data on leaver perceptions of
effects of the eduCational experience uponlhem. Increased
level of knowledge and intellectual competence was noted by
40% . Another third reported gaiiiing insight into themselves
and enhanced their self-understanding, One-fifth replied that
ESC was a positive experience aM would probably have
graduated if it were not for personal or financial problems that
interfered, Twelve percent,sa id there was no effect whatsoever
and 2% indicated, their ESC ext;erience was completely nega-
tive.

When these specific findings arc grouped according to
the stated cognitive and affective objectives of the College, it is
clear that the leavers identify with the. affective side. The
categories of self-understanding, clarifying purposes, increas-
ing self4:onfidence, and knowing my limitations account for
70% of the responses. On the otherhand, intellectual and job
competence accounted for 42% of the responses. It seems clear
that leavers attained considerable cognitive and developmental
growth from their-stay at the college, while few dropouts
reported no effects or negative effects. One final question
asked how the leavers now view ESC. Fifty-three percent said
that all things considered they viewed ESC in a very favorable
light, 36% wore generally favorable, 4% were neutral, 5% .
were generally unfavorable. and 1% wol-e very unfavorable.
Thus, about-10% of the dropouts were neutral or unfavorable



in their view of the College after they had been withdr,
eight months or more..

Suggestions for Improvement
When asked what ESC could do differently to prevent

students from _withdrawing. the leavers stated that increasing
student-mentor dialogue, making mentors more accessible and
providing better mentor guidance and advising (35% ) were
first priority. Secondly, the dropouts recommended simplifying
the assessment process and making it the first activity for the
student after he enmlls -(19% ): -1 was left high and dry when I
got to assessment. 1 never figured out what to do.- Third, the
leavers felt that bureadcratic -red tape" should be lessened
(13% ), while providing greater access to learning centers and
learning resources was fourth (12% ). About eight percent said
that the college needed to provide more group studies and resi-
dencies. Finally, increasing financial aid was a concern of
about five percent of the dropouts.-

Policy,Implications for Educators and Administrators
The remainder of this paper takes two illustrative find-

ings and spells out certain policy implications using a multiple
perspectives strategy. A multiple perspectives strategy suggests
that a given finding may mean different things to different in-
ternal andexternal constituencies and, as a result, may propa-
gate several lines of correctivd

The first finding discussed is that 21% of tbe leavers
identified poor student-mentor relationships as a major -cause
of their withdraWal. From the student's point of view, a poor
relationship with a mentor cripples .a primary reason for at-
tending ESCindividualized attention. Because the student-
mentor relationship is crucial to the succes4u1 completion of an
individualized program like .ESC's, student§ finding, therri-
selves in en unsatisfying or unproductive-relationship cannot
fall- back on more traditional campus supPorls (other faculty,
peer groups, extra-Curricular activities, etc.) and, therefore,
face a choice of stepping out or staying in an unpleasant situa-
tion. From a faculty point of view, attrition-is often discussed as
a quality control issue. At ESC mentors might argue that not all
students are ready for .or prepared to handle independent.
study. Therefore, dependent students may expect to be hand
fed by their mentors and, when this does not happen, find the
relationship unsatisfactory. Faculty frequently say the intensive
face-to-face interaction with four or five students every day
burns them out and, thus, may.subtly encourage more depen-
dent students to consider leaving 'the college. FroM another
point of view, the student-mentdr relationship problems
resulted in two administrative recommendations in the recent
institutional self-study (ESC Self-Study, 1974-): the College
should promote procedures that make change of mentors easier
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for students and should provide educational and career coun-
seling beyond that now provided by mentors.

Multiple perspectives of the leaver profileyounger
than most, single, lower status occupation, working full time,
part-time studentare also possible. The admissions office
might be alert to such characteristics in potential enrollees
(especially since the basic admission criterion is the apparent
ability to do ESC work). Faculty mentors might look at this
profile and be prepared to provide relatively more counsel and
direction for such people. Th6 Office of Research and Evalua-
tion might monitor these characteristics of incoming students.to
determine changes in the mix df the student body which might
affect faculty work load, achievement of enrollment projec-
tions, number of tuition refunds, etc. Students who fit the
profile might be more cautions about enrolling or more resolute
afterward. Administrators may want to develop mechanisms
for helping such students meet their academic obligations. For
example, they might identify a consultant to assist at a
workshop for faculty on counseling potential dropouts. State
budget officials may want to review funding formulae since
Empire is charged with serving spch nontraditional students.
Thus, the policy consequence of a finding _depends upoi the

-_,rspective of the viewer.

Final Observations
This paper disclosed the initial findings in a long-term

attrition study that is part of the comprehensive
cost/effectiveness research being conducted. at Empire State
College. The data show that Empire leavers are unlike drop-
outs studied in attrition studies at traditional colleges. Since
ESC attracts students who are on the average older, married,
working full time, and in another part of the lifircycle, there is
little surprise that its leavers have different demographic
characteristics and -report different reasons for leaving from
traditional dropouts. Only_preliminary studies of the non-tradi-
tional body at the Open University show similar findings. As
other institution§ take steps to serve large numbers of older stu-
dents in flexible ways, the methodology and findings reported
here should prove of interest.

Several important questions remain for future study.
For example, what percentage of the leavers who work full
time were also attempting to handle full time study? Were these
the ones. who did not complete learning contracts? What
characterizes the students who dropped out after completing
several contracts? Will factor or discriminant analysis tech-
nirmes provide a clearer dropout profile? How will the Empire
profile compare with that of other institutions, both traditional
and nentraditional, that will be repIrcating the ESC
methodology? A major report on attrition has been prepared by
the Office of Research and Evaluation.

'President ThaddeU; Seymour of Wabash CO-llege in a talk to iristitutional reSearch directors of the Great Lakes Colleges Association in 1970 used
as his thernelnslitutional research can be vital if it avoids-studies that are 'merely interesting' and not 'vital' to better-informed decision-making."

2] hese features are discussed m( fully in previous AIR papers (Bradley 8, MOLL 1973; Bradley, 1974) n other:documents listed in the
references,

.Astin, A. College dropouts: A national ntglile. Wa in on: Office of Research, American Council on Education 1972
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McIntosh, NI.E., & Morrison, V. Student demand, progress and withdrawal: The Open University's first four years. Higher Education Revie , 1974.
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STATISTICAL COMPARISON OF ENTRANCE PREDICTION EQUATIONS
USING ACT OR SAT SCORES OR BOTH

In the summer of 1970, the Office of Institutional
Research at Brigham Young University (BYU) conducted a
survey of selected universities across the nation to determini:
what research had been done on American College 'Test (ACT)
scores versus Scholastic Aptitude Test (SAT) scores as predic-
tors of college tirade point averages. Many responded that they
wer6unaware of such 6tItdies. bui were interested in knowing
which of these scores p,ovid,s the more optimal equation for
their particular institution. The few studies that were reported,
dealt with questions concerning correlations but not directly
with techniques which provide optimal equations. correlations
measure relationships of Variables but do not account for over-
lap between variables when there is more than one inilopen-
dent variable in -the equation. One procedure to determine the
variables which provide the optimal equation is to examine all
variables under consideration in a stepwise regression
analysis, which does account for overlap between the standard-
ized test scores and high school GPA.

Purpose of the Study
The -present statistical study was conducted to deter-

_mine which of the two types of standardized scores. ACT or
SAT, provides ,the mord optimal equation for predicting first
semester grade point averages (GPA) for beginning freshmen
at BYU when used with high school CPA (HSGPA) as a fixed
independent variable. A related purpose was to determine the
extent to which either one of the standardized scores could be
substituted for the other in a prediction equation.

Comparisons were also made to select the optimal
variableS from among the various ACT and SAT scores and
types of high school GPA. Other comparisons were made ac-
cording to sex to determine if separate equations were war-
ranted for male and female students, Finally. comparisons
were made to determine the degree of variation according to
geographic area.

Sample Population
The sample consisted of 1,080 BYU students from 46

states, who were beginning freshmen during Fall semesters of
1969 through 1971, who were UAS. citizens, who were gradu-
ates of U. S. high schools, and for whom both ACT and SAT
scores were available. The United States was divided into eight
different regions for convenience of analysis by geographic
area. A percentage distribution of the 1969 sampl6 for Moun-
tain states, Pacific stales, and a comhined group consisting of
all other states was compiled. The majOrity (47.1% ) of students
in the ACT-SAT sample came from the Pacific stales, whereas
the majority (56.3% ) of beginning freshmen al I3YU came from
the Mountain states. Thus, the. Pacific states were more pre.
-dominantly represented in this sample than in the general
freshman population at BYU,

H. Bruce Higley. Lorry L Adams, and Leland H. Campbell
Brigham Young University

Methodolowy
The computerized statistical routines used to select and

analyze the best sets of variables for a given group of students
to provide the optimal prediction equation were the. Texas
Regression Analysis (TEXREc:), Stepwise Regression Analysis
(STEPREG), and the Goodnite Regression Analysis (GOOD-
NITR). Both TEXREG and STEPREG are stepwise regression
routines. TEXREG selected the best set of a given number of
variables from all variables examined to provide the optimal
emiation. STEPREG selected the best variable to be added at
each step in relation to the variables previously selected.
Although STEPREG did not select the best given set as did
TEXREG, it did provide information as to the relative position
of each variable. The GOODNITE is a multiple regression
analysis and was used to provide the mean square error and Rz
value from a specific prediction equation for a specific sample
to compare with the mean square error and H2 values for equa-
tions from the TEXREG and STEPREG routines. Although an R
value is often reported in some literature, the 112 value more
directly identifies the amount of explained variation in the de-
penilent variable.

The relative contribution of ACT and SAT scores to the
prediction equiltion was examined by placing these scores, and
all other variables under consideration, in the statistical model
for each of tliose computerized routinc.s. Statistical differences
between prediction equations were tested using the F ratio
based on the mean square error for each equation where the .
samples were independent. After consideration of the varia-
-hies examined, available samples, and utilization of the results,
the level qf significance was set at 0.10 Jim this study. Research
at BYU lias indicated that the variables which provide an op-
timal prediction equation for students one year are not always
the same variables which provide an optimal equation for
another year.

Selection Optimal Predictors
The ohjedtive in thic phase of the study was to identify

variables which tended to be consistent from year to year in
providing the optimal equation and to determine the degree to
which the use of other variables in the prediction equation
affected the predictability. In this analysis. the stepwiSe regres-
sion routines examined the following variableS: five ACT
scores, two SAT scores and derived SAT compogite, and nine
different types of high school CPA. The .variables which ap-
peared to be the most consistent from year to year and group to
group were: FISGPA total: SAT verbal; FISCPA core, which
was calculated from the basic academic high school .courses:
high school English GPA: -ACT romposite: ACT math; and, to a
limited extent, Acr social sciences and high school physical
science GPA. Although these variables were conside mtn Ito be
the most stable, their consistency in contributing signipcantly to
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ENTRANCE PREDICTION EQUATIONS

the prediction equation varied from year to year. In Table 1, for
example, variable #7, high school GPA total, was the only
variable that -occurred more than once in the first three steps for
these three years. In general. once an ACT score is selected for
_the equation, SAT scores are not included among the remaining
significant variables: and conversely, once an SAT score is
selected. ACT scores are not included among the remaining
significant variables. Thus, it appeared that neither of these
two standardized scores contained any significant amount of
predictive ability above and beyond the other in predicting first
semester CPA.

Exceptions that sometimes occur cap be seen in Table
1. The best four variables for the 1969 male group were types
of high school CPA. Neither ACT nor SAT scores entered the
equation since neither contributed significantly to information
already available from high school grades. Another exception
is illustrated by the best four variables selected for the 1969
female group which included one SAT score and Iwo ACT
scores. The t value used in this table, although based on the
general principle of the t test, is merely a test to determine if the
amount which a variable contributes to the predictive ability of
an equation is significant. .

It appears from these results that variable.s which pro-
vide the-best prediction equahpn for a given group may not pro-
vide the best prediction enuation for a different group.

VARIABL

Variables which seemed to be most consistent from
group to group were next analyzed, The independent variables
used in the six equations analyzed in Table 3 arc listed in the
footnote of the table. Although there was considerable variation
in the mean square error when applying any of thee formulas
to groups of students in succeeding years, there was little or no
variation in the mean square error for the different formulas
applied to students during the same year. This indicated that
for the groups examined here, either ACT or SAT scores in
conjunction with an fit-,GPA. would predict equally well.

ACT Versus SAT Scores as Predictors
Since stepwise regression toutines sometimes selected

ACT scores and other times SAT scores for the optimal equa-
tion, depending upon the group being analyzed, the next step
was to compare the equations using ACT scores with those
using SAT scores for each given group. For this analysis, the
variables submitted to the TEXREG routine included total high
sehool CPA and either ACT scores or SAT scores, Table 4
shows that there was little or no difference between the R2
values fltr the equations using ACT and those using SAT for
either the male or female groups. There was a slight difference
of .04 between the R2 values of the same two equations when
applied to the combined male and female group. Since these

Table 1

AND ORDER OF ENTRY FOR THE FIRSTSEVEN STEPS OF THE STEPREG STATISTICAL ROLTI1NE
FOR EtACH OF THREE GROUPS EXAMINED

Variable Entered at Given St p
(F for Entering 1.00)

4
Grou

0

13

ACT and SAT scores and high school grade point averages (HSGPA) as follows:
1. ACT English B. HSG PA math

-2. AO- math 9. HSGPA social science
3. ACT social science 10. HSGPA biological science
4. ACT composite 11. HSGPA physical science
5. HSGPA core 12. HSG PA electives6. HSGPA total 13. FISGPA foreign languages7. HSGPA English - 14. SAT verbal

Table 2
R2 VAWE FROM THE TEXREG ROUTINE FOR THE BEST FOUR AND BEST THREE VARIABLES AND T VALUE PER

VARIABLE FOR SELECTED GROUPS OF THE 1969 ACr-SAT SAMPLE
Group

Male 69
4 Best
t Value

emale 69
4 Best
t Value

Variable and t Value
187 All Fourteen Variables

HSGPA core
4.3

115GRA elect
3,6

1-1SGPA bio. sci,
2.6

HSCPA total
2.7

145 All Fourteen Variables
HSGPA total ACT comp. SAT verbal ACT soc. sci.

4.7 2.7 - 2.3 2,3

.53

.49

,42
,40



equations were applied to the same groups, the Rz values
shown for the male groups and the female groups could lead
ode to assume that separate prediction equations are needed
according to sex. The next phase of the study, therefore, dealt
with this concern.

Analysis According to Sex
It is-evident from Table 5 that the mean square errors

for the combined (c) equation are equal to or less than the mean
square errors for the equations by sex (F or M). For example.
the error term for the C-70 SAT equation applied to the female
71 group was 0.26 compared to the error term for the F-70 SAT
equation also applied to the female 71 group of 0.28: and the
C-70 SAT equation applied to the male 71 group was 0.33 corn-
pared to the error term for the M-70 SAT equation also applied
to the male 71 group of 0.33. The variation as measured by the
error term was greater between years for a given equation than
it was between different equations for the same year. For ex-
ample, when the F-60 SAT equation was applied to females en-
tering in 1970, the R2 value was. 48, but when the same equa-
tion was applied to females entering in 1971, the Rz value
dropped to .24. When the C-69 and C-70 equations were ap-
plied to the same year (females entcring in 1971). the
difference in the R2 values was only 02. Tahle 5 shows that an
equation calculated from the combinerf group was more stable
from year to year than one calculated for a- specific group ac-
cording to sex.

There was little difference in error terms between com-
parable ACT and SAT equations when applied to the same
group. Note, for example': the F-69 equations applied to the
1970 female group and the M-69 equations applied to the 1970
male_group.

Geographic Variations
In considering variations which mcur from grOup to

group,- statistical results were analyzed for ACT and SAT

Higley, Adorns a d Campbell

Table 3

WAND MEAN SQUARE ERROR (MSE) VALUES FOR
CERTAIN OPTIMAL-VARIABLE EQUATIONS* AND
MSE FROM APPLYING EACH EQUATION TO DATA

FROM STUDENT SAMPLES FOR SUCCEEDING
YEARS

Data No.

Equation 69

R' NOE N.

Equation 71

& MSE No.

Equation 70

R' M.%

ACT=5A1 69 1 40 26

(N.- 332) 2 39 .26
1 40 .26

4 .43 25

5 .42 25

6 .41 25

ACT-SAT 70 1 36 1 .40
(N. 401) 2 36 2 40

3 36 3 41

4 36 4 41 35

5 36 5 41

36 6 4) .35

ACT-SAT 71 1 .29 1 .30 1 .35 .29
(N. 522) " 2 _29 2 .31 2 14 .29

3 3 .30 3 29
4 28 4 .30 4 37 .28

.213 5 .30 5 .37 .28,
29 6 30 6 .36 .29

*Equations:

1. 1-15GPA core and SAT composite
. 2. HSGPA - core and ACT composite

3. H5GPA = Ore and Ti5GPA elWives and ACT math
4, 1-15G17A - core and FtsGeA electives and SAT verbal
5. FISGPA - core and 1-15GPA elKtives and sAT composite
6. MGM - 4-15GPA electives and AcT compoSite

Table 4

R2 VALUES FROM TEXREG ROUTINE ACCORDING TO THE BEST FOUR, THREE, AND TWO VARIABLES
SELECTED FOR USE IN ACT OR SAT EQUATION? WITH FIRST SEMERER-GPA AS THE DEPENDENT VARIABLE

N

_HSGPA Tote lb with ACT H5GPA Totalb with SAT

AT Variables
.

R2 SAT Variables R2

Male 1970
4 Best

135 ,
Eng., math, comp: .47 verbal, math, comp c .47

3,Best Eng., math .47 verbal, comp. .47
2 Best math .47 verbal .47

Female 1970 70
4 Best Eng., math, comp. .33 verbdl, math, comp. .32
3 Best Eng., math .33 verbal, comp. .. .32
2 Best math 1,32 verbal .32

Comb. 1970 205
4 Best, . Eng., math, comp, .42 verbal, math, comp: .46
3 BeSt math, comp. .42 verbal, comp. .46
2 Best _ math .42 math .46

4TEXREC examined five ACT (or three SAT) scores ard total high school grade point averag FISGPAT) as independent variables
tIISGPA total was selected by TWIG in each case for ihese groups
calCulated composite score
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ENTRANCE PREDICTION EQUATIONS

Table 5
MEAN SQUARE ERROR (MSE) COMPARISONS FOR REGRESSION EQUATIONS USING ACT COMPOSITE

SCORES AND HIGH SCHOOL GPA WITH THOSE USING SAT COMPOSITE SCORES AND HIGH SCHOOL GPA
FOR PR OICTING FIRST SEMESTER GPA OF MALE AND FEMALE BEGINNING FRESHMEN AT BYU, FALL

SEMESTER OF 1970 AND 1977

Gruup to W/hich
the Equation
was Appliei

Equation
Applied*

Mean Square Error
SAT ACT

Equation Equation

Group to which
the Equation
was Applied

Equation
Applied*

Mean Square Error
SAT ACT

Equation Equation
Female 70

Female 71
/

/

F-69
C-69

F-69

C-69
F-70
C-70

.48 .47

.34 .34

.24 .25

.24 .24
.28 .29
.26 .27

Male 70

Male 71

M-69
C-69

M-69
C-69
M-70
C-70

.36 . 36
_36 .35

.31 .31

.30
.33
.33

.34
.33

Syr bols. designate the group from svh-ch the particular equation wa.s developed, e.g., F-69 is the getup of female beginnin
semester 1969:-t-70 is the group of females and the males combinmi who were beginning freshmen Fall semester of 19711

I

equatiFs according to geographic area. The eight geographic
areas lif- the United States are listed in Table 6, together with
the mean square error values of the ACT and SAT equations
delitd for each 'area. Also included is an E ratio, which- is
similai- to an F ratio, and serves au a means of comparhg the
ACr ar.d SAT equations for each area. This E ratio was not
used in the normal sense of an F test since the mean square er-
re values are not independent: instead' it was used-to compare
th degree of fit of the ACT equation with the degree of fit, of
th i SAT. equation,

.

/ Sub-samples from two differant years v.:.:re combined
obtain a group large enough ki allow the are.as with very

small numbers of students to be analyzed. In spite of this effort.I
the

-re
.were fewer than 20 students in both the New England

/States. and D. C. and Adjoining States: thus, these two areas
were not included in this analysls. The E ratios indicate that
there was little or no difference between the mean square er-
mars of the ACT and SAT equations for each area since they

Table 6
MEAN SQUARE ERROR (M5E) AND E RATIO FOR

ACT EQ UATIONS' AND SAT EQUATIONS'
ACCORDING TO GEOGRAPHIC AREA FOR TWO-
YEAR SAMPLES OF BYU BEGINNING FRESHMEN

Da la N
ACT Equations

MSE

SAT Equations
MS7

E Ratio',

for ACT &SAl

New En$4. 70 & 71 Sample less thLn 20
DC & Adj.70 & 71 Sample les% than 20
C.3eal Lalu-s 70 & 71 44 402
Mid All 70 /4 71 10 -11 42 1.04

South 70 & 71 12 1 07

Centfal 70 & 71 t 1.03
Mountain 70 & 71 .21 1.00
Vacific 70 & 71 1114 .31 .31 1.00.

.JACT (-ir SAT) composite score and high school total GPA as
independent variables and BYU first semester GPA as the dependent
variable

',Ratio of POSE for ACT equation and SAT equation
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reshmen for Fall

were all close to-1.00. Although there was little difference be-
tween the results when using ACT and SAT equations for each
geographic area, there were differences for specific equations,
between' geographic areas.

Since the error terms from two independent samples
were being compared, the F ratio as a test of significance was
appropriate. An F ratio was .obtained by dividing the mean
square error of a given prediction equation for it specific
geographic area shown in Table 6 by the mean square errom of.,
a given prediction equation for another geographic area and
comparing that F ratio to a critical F value. The geographic
areas lot which the F ratios were:significant were Pacific yen.-
sus Mountain, Great Lakes versus Pacific, Great Lakes versus ,

Mountain. and Mid-Atlantic versus Mountain, None of the
other area comparison,: were significant. Further research
coeld tend to show the advisability of developing separate pre-
dOion equations for certain geographic areas.

Summary and Discussion
Thero-was little er no difference when either SAT or

ACT scores were used for Oredicting first semester CPA for
beginning freshmen at 13Y0 when high school total GPA was
used as one of the independent variables. There Were slightly
greater differences between male apd female groups, and even
larger differences between succeeding years. In most cases,

igression equations obtained from combined groups of male
and female students were more stable than separate equations
for each sex when applied to samples for succeeding years.
There was little or no difference between the results when
using ACT or SAT- equations for each geographic araa, but
there were significant differences for separate prediction equa-
tions for certain geographic areas.

One additional consideration in this type of research is
the fact tha4. SAT scores converted to ACV equivalents ore
sometimes sultstituted in the prediction equation constructed
for use of ACT scores and vice versa. The danger'in such a
substitution is the compounding of error. The correlation be-
tween ACT or SAT scores and first semester GPA is very low,
or in other words, the prediction error is high, There is also er-
ror in estimating equivalent Act. scores from SAT scores.
!fence, the use of converted SAT scores in an equation fat ACT



scores merely compounds error in predicting first semester
CPA. However, the maximum error compounded by using
SAT equiValent scores in an equation for ACT scores can he no
larger than the arnount that the R2 value will be increased by
adding the ACT variable to high school GPA for prediction.
Research at a given institution may show the maximum error to
be small enough that the cost of using separate formulas may
not be warranted. Although previous studies have indicated
that ACT and SAT scores contribute more to the prediction
equation than other types of variables usually examined, ex-
cluding high school GP& these two standardized scores added
a maximum of only 0.02 to the R2 value of the prediction eqUa-
tion at BYU. This May partly explain why no significant
diffcrences were found between the equations using ACT

. scores and those using SAT suites. It should be emphasized,
however. that ACT or SAT scores can often serve as slabilizin
variables in prediction equations: and this consideration alone
may jUstify their use.

Some administrative decisions may need to be made in
light of the following considerations:

Higley, Adams and Campbell

1) 'Cho cost of an additional examination could be bur-
densome to some students if they were required to take AGT,
for example. when many of them may already have taken SAT.

2) The cost of conducting a second continuing research
program to produce equations for an additional standardized
test to be used for predictions may not he warranted.

3) The cost of modifying computer systems to store and
use the scores of more than one set of standardized tests may
not be warranted.

4) The various predictive uses that are made of stan-
dardized tests by individual schools, such as admission to
honors programs or to specific majors. may influence the selec-
tion of standardized tests to he used.

ACT and SAT scores havO been shown to prOdict
equally well at Brigham Young University. It is recommended,
however, that similar research be conducted- by any school
desiring to build prediction equations using the procedures out-
lined in this presentation as a model. This analysis Should he
adapted to the specific characteristics of the stuidents and needs
of the particular inslitution.

293



A LONGITUDINAL STUDY OF ASSOCIATE DEGREE GRADUATES:
A MECHANISM FOR PROGRAM ASSESSMENT

Two,of the major issues facing education today are
relevance and results Whether we acknowledge it or not, our
society expects our schools and colleges to equip young men
and women for successful entry into the world of work (Kap-
pan, 1973). An important mechanism for ascertaining how

. graduates of associate degree programs are doing in this
"world of work- is the follow:up study. Educators who teach
or administer vocational/technical asSociate degree programs
have been concerned, from the time such curricula have been
initiated, with the performance of their graduates. A basic con-_ _

'sideration has to do with whether the special education and
'Skin training provided via an a..sociate deuce prografn sign&
candy affects the graduates as individuals in society and as
paraprofessional specialists. While the former 'concern is most
difficult to determine, the latter, because it inclUdes skill devel-
opment within its rubric, does offer some measurable compo-
nents.

-Follow-ep studies where the modes operandi is to ob-
serve students after they leave the educational scene 'are a
variety of ex post facto empirical research. Such studies are
considered to be a component of program and institutional
evaluation. This research of the associate degree graduate is
perhaps even more imperative than that of the four year gradu-
ate, since the two year programs must be especially sensitive to
all sociological and technical changes if they are to meet the
needs Of business and industry and at once satisfy the require-
ments of students with a broad range of interests, aspirations,
and Abilities.

Follow-up, therefore, is an indispensable aid to vitality,
efficiency, and productivity of the institution. The findings, if
accurately derived, translated, and Applied, can provide:infer-'
mation that is of great value in the prograttt and policy making
decisiens of inWtutions concerning curriculum. And since the
curriculum is-the vehicle through which the institution seeks to
make its most significant impact on the lives of students, the
establishment, operation, and evaluation of the curriculum
ought to be of utmost importance.

Procedure
The third phase of a =longitudinal study bf The Pen-

nsylvania State University Associate Degree Graduates was
conducted during the 1974-75 academic year. Phase 1 of the
study was designed in 1969 and Conducted in 1970, followed
by Phase 11 of the study in 1972-73.

A random sample consisting of associate degree gradu-
ates for each year of graduation between,1955 and 1974 and
covering 23 curricula were included in the study. These Phase
111 participants were surveyed by a questionnaire which in-
cluded items,in the following categories:

(1) Demographic information
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(2)Curricular relevancy and overall value of their
associate degree program

(3) Job mobility
(4) Perceptions of present job
(5) Job satisfaction characteristics
The response rate was 66.8% or 501 returns of the 750

graduates sampled.

Results
A generalized Profile of associate degr_ 'graduates

shows that:
' Percent of the Graduates

IX% Never held a full-time job since'earning the associate
degree and are not currently ,full-time students

6.7% Full-time students (of that namber 9% are,working
part-tirne)

85.7% Working full-time (of that number 13.4% are part-
. time stpdents)

0.6% In the military full-time
5.6% Currently unemployed

The mean beginning Salary adjusted on the purchasing
power of the dollar base year 1967 (U.S. Department of Labor,
Bureau of Labor Statistics) was $466.23/month with 43.9%
reporting d starting salary'over $500/month. The mean present
salary was $1036.18 per mouth with 47.2% repotting a present
salary over $1000/month and .73% reporting a present salary
ever. $3000/month.

The mean number of employer changes was 1.26 with
only 7.9% having more than three employer changes. The
mean nurabor of job changes was 1.53 with 12.8% having more
than three job changes.

In describing their present job using the four core
dimensions -(Haekman & Lawler, 1971)variety, autonomy,
-task identity, and feedbackalong with an interpersonal
dimension, the graduates reported thai their present job has
over a moderate amount of variety (3.5 on a 1-5 scale with 1
being not at all descriptive of their present job to 5 which is
completely descriptive of their present job), over emoderale
arnount of autonomy (3.5), and over a moderate amount-Of task
,identity (3.4). They also reported a moderate amoUnt of feed-
back (3.0) and interpersonal relations (3.1).

To Obtain a measure of the degree to which the associ-
ate degree graduates were desimus of obtaining higher order
need satisfactions from their Present jobs, 12 items were in-
cluded which asked how much of various opportunities and at-
tributes the employees would desire to have on their job.
Scores of each employee on the '12 items Were summed to ob-
tain an overall measure of the level Of higher order need
strength. "The internal consistency reliability of the 12-item
scale was .89 (Hackman & Lawler, 1971). Overall, the associate
degree graduates reported that they would-like to have a sub-



stantial amount (3.9) of the various opportunities and attributes
which measure this higher order need strength.

Assessment was also made of the satisfaction of the
associate degree graduates on ten characteristics of job satisfac-
tion along with a general job satisfaction question. The gradu-
ates reported that they were less than moderately satisfied
with the chance for advancement on their present job (2.8 on a
1-5 scale with 1 being unsatisfied and 5 being completely
satisfied). modarately satisfied with their ability utilization
(3.2) and compensation. (3.2); more than moderately satisfied
with the variety (3.5), the independence (3.5), the responsibility
(3.4), the creativity (3.3), the achievement (3.3), and the ac-
tivities (3.3) on their present job; and highly satisfied with the
security aspects (3.8) of their present job. Overall, when asked
the question, "hew satisfied are you with your iob?- the associ-
ate 'degree graduates reported that- they were more than
moderately satisfied (3.3).

When asked lo rank the importance of their work with
varieus other asPects of their lives, the graduates reported their
work is among the-most important aspects with 10.5% ranking
it as the most important aspect of their lives.

The final section of the questionnaire dealt with the
graduates' assessment of-various components of the associate
degree program. When asked the ekteql of utilization of these
-various components on their present job, the graduates
reported that the specialty courses, which Were defined as
courses in their major, were of some use on their present .job
(3.2 6n a 1-5 scale with 1 being'of no use to 5 being of very
much use); the supportive courses, courses related to their` ma-
jor., were also rated as of some use (3.0);-alorig with the general
education requirements being of some use (2.9). The overall
fating of the 'utilization of the associate degree components on
their present job was of soMe use (3.0).

When asked to rank order- the three program compo-
nents along with extra-curricular activities and out of school ac-
tivities on a 1-5 scale with 1 being the mbst important to 5 being
the.least important, specialty courses were ranked- first with a
2.0 mean ranking, supportive courses were second with a 2.5

. mean ranking, general education requirements were third with
a 2.8 mean ranking, general education requirements were third
with a 2.8 mean ranking,' out of school activities were ranked
.fourth With a 3.9 mean ranking, with extra-curricular activities
ranked last with a 4.0 mean ranking.

The graduates wer,e also asked to what extent the in-
structors of their associate degree program provided them with
an accurate picture of their abilities to perform and a picture of
the job market in their chosen occupation. The results shoW
that the instructors provided some (a.0) picture of their abilities
to perform in their chosen occupation and slightly less than
some (2.9) picture of the job market in their chosen occupation.,

The, utilization of a statistical technique, multiple
regression -analysis, enabled us to make the following state-
ments concerning'program utilization, joh. satisfaction, and the
demographic characteristics:

1. On the average, those who graduated from the
earlier associate degree programs:
a, have the higher present salaries.
b. have the least amount of previous full-time

work experience.
c. were previded with the least accurate picture

of their abilities to perform in their chosen oc-
cupation.

d. had the, most employer changes.
e, had the most job changes.
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I. have a higher satisfaction with the way their
job provides for steady employment.

8. are less satisfied with the pay and amount
of work they do.

(explains 52% of the variance)
2. On the average, the older associate degree gradu-

ates:
a. have the higher present salaries,
b. had the least amount of previous full-lime -work

expbrience.
C. are less satisfied with the amount of variety on

their present job.
(explains 46% of the variance)

3. On the average, the associate degree graduates
with the highest present salary:
a. are the earlier graduates.
b. are the older graduates.
c. have had less employer changes.
el. have had more job changes. .

e. arc more satisfied with the activity, the
security, and the compensation on their present
job.

f. are less'satisfied with their ability utilization on
their present job.

g, are higher in the higher order need strengths.
(explains 54% of the variance)

4. On- the-average. those graduates with the higher
amount of previous full-time Work experience:
a. are the later associate -degree graduates.
b. are the younger- associate degree graduates.
c. had a higher beginning salary.
cl. are moral.satisfied with the variety on their

present job.
(explains 11% of the variance)

5. On the average, those graduates with the higher
beginning salaries:
a. have the higher present salaries.
b. had the most previous full-hme work ex

yerience.
c. were provided with a more accurate picture of

the job market -for 'their chosen occupation.
d. had the most job changes.
e. are more satisfied with the creativity and the

security aspects of their present job.
f. are generally less satisfied with their present

job.
8.

h.

I.

give a lower ranking to the supportive courses
of the associate degree program.
give a lower ranking to the extra-curricular ac-
tivities of the associate degree program;
ha-ve less task identity on their present job.
have a higher total utilization for their' associ-
ale degree program.

(explains 18% of the variance)
Cn the average, the graduates who rank their
work highest as comparedtth the other aspects of
their lives:
a. are generally more satisfied with their present

jobs.
b. rank the general education requirements as

loWer for their associate degree program.
c. rank the total associate degree utilization as

high.
(explains 7% of the variance)
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7. On the average, the graduates whose instructors
provided them with the most accurate picture of
their abilities, to perform in their chosen occupa-
tion:
a. are the later associate degree graduates,
b. also were provided with a more -accurate pic-

lure of the job market.
c. are more satisfied with their present job.
(explains 34% of the variance)
On the average, the graduates whose instructors
provided them with the most accurate picture of
the job market for their chosen occupation:
a. had higher beginning salaries.
b. also were provided with a more accurat pic-

ture of their abilities.
c. ranked their spucialty courses lower.
d. ranked their supportive courses higher.
e. .described their present job as having more

variety.
f. ranked the total associate degree utilization as

high.
(explains 32% of the variance)

9. On the average, the graduates with the Most
employer changes:
a. are the earlier grailuates.
b. have a lower present salary.'
c. had the most job changes.
d. are less satisfied with the ability utilization on

their present job.
e. are more Satisfied with their pay and the wok

thpy do.
f. are generally less satisfied with their present

job.
g. utilize the supportive courses from their associ.

ate degree the least.
h. ranked the specialty courses lower.
(explains 36% of the variance)

10. On the average, the graduates with the most job
changes:
a. are the later associate degree graduates..
b. have a higher present salary.
c. had a higher starting salary.
rt. had more employer changes.
e. are generally more satisfied with their present

job.
f. utilize their supportive courses more on

present joh,- .

rank the specialty courses lower.
describe their present job as having a high
amount of inter-personal relations.

i. 'are lower on higher order, need stengths.
(explains 40% of the variance)

11. On the average, the graduates who' are most
satisfied with the variety aspect of their present
job:
a. are the younger graduates.
b. ,had more'previous fulOime work exPerience.
c. are less satisfied with the independence, the

creativity, the activities, the ability utilization,
the security, and the compensation aspects of
their present job.

d. utilize their specialty courses more.
0. rank their out of school activities lower.
I'. describe their job as having much task identity.

0.
h.

their
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g. have lower higher order needs strengths.
(explains 85% of the variance)

12. On the average, the graduates who are most
satisfied with the independence aspect of their
present
a. are less satisfied with,the variety, the creativity,

the rztivities, the ability utilization, the security,
the compensation, and the advancement
possibilities 9n their present job..

b. are more aatisfied with the responsibility
aspect.

c. rank the out of school activities as more impor-
tant. '

; d. describe their present job as having more
variety, more interpersonal relations, and more

, teak identity.
e. have lower higher order need strengths.
(explains 81% of the variance)

13. On the average, the graduates most satisfied with
the responsibility aSpect of their present job:

More satisfied with the independence
71 aspects and the creativity..

13....are less satisfied with the ability utilization and -

the compensation aspect of their present job.
c. utilize' their supportive courses more.
d. &Scribe their present job as having more

Variety; moreinterpersonal relations, and more
task identity.

_, are lower in_ higher order need strengths.
(explains 89% of the variance)

14. On the average, the graduates most satisfied with
the creativity aspect of their present job:
a,.. had the higher beginning salaries.
b. are less satisfied with variety; with indepen-

dence, activity, ability utilization, security- pro-
vided, and advancement possibilities of their
present job,
are more satisfied with the responsibility on
their present job

d, are,generally more satisfied en their Present
joh.

e, ,describe their present iob as having less
variety.

f. describe their present job as having more inter-
personal relations,

g. describe their present job as having i&ire task
identity.

(explains 88% of the variance)
15. On the average, the --.1graduates whe are more

satisfied with the achievement on their present
job:: ,
a. are less satisfied with the activities; the ability

utilization of their present job, the security, and
the compensation of their present job,

b. ;utilize the supportive courses more on thei?
present job.

c. rank the support courses lower.
d. describe their present job as having more inter-

personal relations, More autonomy. more feed;
back, and more task identity,

(explains BB% of the variance
18.-:On the average, the graduates who 'are more

saiisfied .with the activity on their present job:
a. have higher present salaries.



b. arc less satisfied with the variety, the indepen-
dence, the creativity, the achievement. and the
advancement possibilities on their present job.

'c. utilize the supportive courses more on their
present job.

d. describe their present job as having fewer in-
terpersonal relations.

e. describe their present job as having more task
identity.

f. have lower higher order need strengths.
(explains 78% of the variance)

17. On the average, the graduates who are more
satisfied with their ability utilization on their
present job:
a. have lower present salaries.
b. have made fewer employer changes.
c. are less satisfied with the variety, the indepen-

dence, the responsibility, the creativity, the
achievement, the activity, the compensation,
and the advancement possibilities of their
present job.

d. describe their present job as having fewer in.
terpersonal relations, and more task identity.

e. utilize their associate degree more on their
present job.

(explains 79% of the variance)
18. On the average, the graduates who are more

-satisfied with the security of their present job:
a: are earlier graduates.
b. llave higher present salaries.
p. had higher beginning salarieS,
d. are less satisfied with the variety, theindepen-

dence, the creativity; the achievement, and the
activity on their present job.

e. utilize their specialty courses more.
f. describe .their job as having fewer interper-

sonal relations and more task 'identity.
(explains 80% of the yariance)

0. On the average, the graduates who are more
satisfied with their compensation .(the pay for the
amount of work they do) on their present job:
a. are later graduates.
b. have a higher present salary,
c. had more job,changes..
d. are less satisfied with the variety, the indepen-

dence,, the responsibility, The-achievement, the
activity, and the ability utilization.

e. utilize the supportive courses .more on their
pres-mt job.

f. describe their present job as having fewer in-
terpersonal relations and more task identity.

g. are lower ori higher order need strengths.
(explains 80% of the variance)

20. On the _average, the graduates who are more
satisfied with the advancement possibilities on
their present job:
a. are less satisfied WA the independence, the

responsibility, the activity, and the ability
utilization on their present job.

b, describe their present job as having fewer in.
terpersonal relations, more feedback, and more
task identity.

c. are lower on higher order need strengths..
(explains 91% 'of the variance
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21. On the average, the graduates who are generally
more satisfied with their present job:
a. had lower beginning salaries.
b. ranked their job as being of moSt importance.
c. -had a more accurate picture of their abilities to

perforrri as provided by their associate degree
instructors.

d. had fewer employer changes.
e: had more job changes,
f. are more satisfied with the creativity on their

resent job.
g. utilize their specialty courses more on their

present job.
h. utilize their supportive courses and general

education requirements less on their present
job.

i. rank their specialty coor.,es. supprirtive
courses, general education requirements, and
extra-curricular activities lower.

j. deScribe their present job as having more feed-
back and less task identity.

k. have higher higher order need strengths.
(explains 83% of the variance

22. On the average, the graduates who utilize their
specialty courses more on thok-present job:
a._ are more satisfied with the variety and the ad-

-Vaneement possibilities on their.present job.
b. are generally more satisfied with their present

job,
c. utilize their general education requirements

more.
d. rank the importance of the specialty courses

higher.
e.-- rank the importance of their supportive courses

and their extra-curricular tictivities lower.
f. describe their present job as having less task

identity:
g. have higher higher drdermeed strengths.
(explains 82% of the variance)

23. On the average, the graduates who utilize their
supportive courses more on their preSent job:
a. had fewer employer changes.
b. had more job changes.
c. are- room satisfied with the responsibility, the

achievement, and the compensation on their
present job.
are generally less satisfied on their present job.
utilize their general education requirements
more on their present job.

f. rank their specialty courses lower and their
supportive courses higher.

g. describe their present 'job as having less task
identity.

h. have higher higher order need strengths.
(explains 73% of. the variance)

?24.. On the average, the graduates who utilized their
general education requirements more on their
present_ job:
a are generally less satisfied on their present job.
b. utilize their specialty and supportive courses

more.
ranked their general education requirements
higher.

d.

°.
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d. had lower higher order need strengths.
(explains 58% of the variance)

25. On the average, the graduates who described their
present job as being high in variety:
a. were provided with a more accurate picture of

the job market by the associate degree instruc-
tors.

b.. were less satisfied with the independence and
the creativity on their present job.

c, were more satisfied with the responsibility on
their present job.

d described their present job as having more
autonomy,

e. have higher higher order need strengths.
f, utilize their total associate degree program

more,
(explains 78% of the variance)

20. On the average, the graduates who described their
present job as being high. in interpersonal rela-
tions: --

-a. had more job changes.
b. are more satisfied with the independence.

responsibility, and creativity on their present
job.
are less satisfied with the achievement, activity.
ability, utilization, security, compensation, and-
advancernent possibilities On their present lob,

d, describe their present job as being high, in
autonomy, feedback, and task identity.

(explains 91%, of the variance)
27. On the average, the graduates who described their

present job as being high in autonomy:
are more satisfied with the achievement on
their present job,

b. _rank .their general education requirernents
higher.

c. rank their out of school activities lower,
d. describe their present job as' being higher in

variety and interpersonal relations,
(explains 79% of the variance)

28. On the average, the graduates who described their
present job as being high in feedhack:
a. are more satislied with the creativity and thp

advancement possibilities on their present lob.
b are generally more satisfied with their present

job.
c. rank the general education requirements of the

associate degree higher.
d. rank the out of school actiVities
e. describe their presmit job as being high on in-

terpersonal relations and task identity.
I. utilize the total associate degree less.
(explains 88% ofJhe. variance)

29. On the average, the graduhles who described their
present job as- being high on'task identity:
a. had lower beginning' salarie.4:-,,
b. are,more saliSfied with independence, respon-

sibility, creativity, achievementr-actiVity, ability
utilization, security, compensation, and, ad-
vancement possibilities on their present job.
are generally less satisfied on their present job.,
utilize their specialty and supportive courses
less on their present job.
describe their present job as being high on in-

c.

terpersonal relations and feedback.
f. have higher higher order need strengths.
(explains 99% of the variance) .

30. On the average, the graduates higher on higher
irder need strengths:
a. have higher present salaries.
b. had more job changes.
c. are less satisfied with variety, independence,

activity, security, and advancement possibil-
ities on their present job,

d. are generally more satisfied on the present job.
c. utilize their specialty, supportive, and general

education requirements more on 'their present
job.

h. ranked their specialty courses, general educa-
tion requirements and extra-curricular ac-
tivities higher.
described their present job as being higher on
variety and task identity.

h. utilize the total associate degree more.
(explains 92% of the variance)
On the average, the graduates who utilize the total
associate degree program more:
a, had higher beginning salaries.
b. ranked their work as being lower in impor-

tance.
c. had a less accurate picture-of the job market in

their chosen occupation.
d. were more satisfied with the ability utilization

on their present job,
e. ranked their supportive courses, general

education requirements. and extra-curricular
activities higher.

f, ranked their out of scl;ool activities lower.
g. described their present job as being 'high on

autonomy and low on feedback.
h. are higher on higher order need strengths.

8.

Conclusions
What do these-findibgs mean in terms of curriculum

development, instruction, and policy making? Knowing the
type of dutivities the graduates engage in on the job ought to.
serve as a guide in choosing curricula for present students.

Faculty should Consider incorporating the findings Of
such follow-up studies into their curriculum, teaching, and
laboratory practices. it may call for special efforts such as semi-

. nars and workshops conducted by qualified individuals to ena-
ble,the faculty to come together to decide how such findings
can be best implemented. These feedback activities should be
supported by institutional administrators and be integrated into
each instructor's responsihility. In this way the translation from,
survey to curriculum can be completed. .

The matter of job satisfaction ratings should be of great
concern to educators. It may be the tip of a very large iceberg
that has more to do with the state of the economy, but it may
also express a certain malaise among recent graduates. Col-
kilos and universities owe it to their students and to society to
provide a, high quality of education that will enhance one's
chance of obtaining an attractive job. Associate degthe program
planners, therefore, should tailor prograin content and rate of
admissionsalong with student qualifications and interests
to the realities of the labor market. More expert and more fre-
quent vocational counseling ShoUld be a part of the picture,



Future enrollment in associate degree programs should at least
be partially based on state and federal manpower data. These
sources are becoming increasingly sophisticated and usable for
employment predictions on.a state and regional basis. Continu-
ing follow-up studies will reveal, to a substantial extent, the

Edward Mann

discrepancy between -what's out there" And what the gradu-
ates- are trained for.

Follow-up studies can provide the information and im-
paws to keep programs, faculty, and graduates up-to-date in
matters relating to the always changing world of work.

Nackaun, j.R, & Lawler, LE, Employee reactions to job charac
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Tutroduclianroe L. Saupe
For the purpose of these statements we will say that in-

stitutional research is a function or set of activities which devel-
ops information to be drawn upon in die making of decisions
'about an institution of postsecondary education and in in-
terpreting the institution to its several constituencies, inform-
lion relevant to policy and management decisions at all points
of the goal-setting-planning-operation-evaluation cycle is
included. ':rhe various diniensions and categories of institu-
tional organization and activityfrom formal ,ind informal cur-
ricula, instruction, and learning to resource allocation and
utilizationare all,,subjects of institutional research. Informa-
tion in:ende.d for understanding andinterpretation includes
that provided external agencies on questionnaires and report
forms and may have common, elements with information for
decision.

The term, information, is, al this point, left undefined;
the nature of information that should emerge from institutional
research constituWs an issue to be addressed in the statements.

The function or activity of institutional research is car-
Lied out by individuals. Let us assume these individuals are
memberS of a profession of institutional research, Using this
premise and the preceding description of institutional research,
the issue to be addressed by the following statements is-"what
are the professional ethics or standards of institutional
researcb?" Because the values of members of the profession,
the values embodied in their work, and the values involved in
the utilization of the products of their efforts are components or
derivatives of the ethical stanfiards of the profession. particular
atten6n is paid to values.

While many of us might belieVe that institutional
research does not now have the status of, or meet the require-
ments for constituting, a profession, it is nevertheless appropri-
ate for us, from time to time, to reflect upon the ethical and
value considerations involved in our work. if, someday, a code
of professional ethics or standards is established for the field of
institutional research, we could hope it would be found that
these statements made a contribution to that development,

in this framework the following list of questions is
offered as a further definition of the topic. These, and perhaps
a few others like them, are the questions the authors have been
asked to address in manners of their individual choosing.

For whom doyfe-v-Tork or to
accountable?

the administration
the faculty

-ourselves
the college or uhiversity, in gen 1

other

hom should we feel
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2. What sorts of restraints aie'or should be accepted
in our pursuit of the "truth-?

any imposed by our boss
any which lead us away from making our
institution look bad
those imposed by our own sets of values ir
biases about methodology, our institution,
or higher education, in general
other

3. ''To what or whom do we owe our loyalty?
the tenets of institutional research
our institutions
our' own conscience and integrity
other

4. Can or should a distinction be made between in-
stitutional,research and decision-making based
thereon?

yes, it must
no, it cannot
other

5. To whom should we reveal our findings?
only those who asked the question or sought
the information
anyone affected or with a "need to know-
anyone who asks
anyone who might be interested
other

6 What should we report?
the facts, only
the facts and their interpretation
facts, interpretation, and implications
facts, interpretation.. implication, and
recommendations
all we know and believe
other

What sorts of confidentiality should we observe?
that which protects the privacy of in-
dividuals
that which protects the privacy or autonomy
of the institution
that which protects our work from review
other

3. Should we have an obligation to share our findings
and methodologies with our 'colleagues in institu-
tional research?

yes
no
methodology. only
other

Should we attempt to influence the manniir in



which, and the valtws brought to bear as, our'in-
formation is employed in decision-making?

We can only cite limitations to our work
we should make explicit the value con-
siderations involved
we should, actively encourage the tlecisions
we see our data calling for
other

t . What are the values th,ii arc brought to bear as
decisions based upon informtion arc
Which are appropriate and which are not?

.this 1, of no concern to us
othea

Conflicting Roles of Academic Administrators and
institutional ResearchersSidney Suslow

There is little in institutional research which calls- for a
unique set of ethics and values. At a minimum any Set suitable
for social scientists wold suffice. At a maximum those ethics
and values which govcip horriane and prudent men and
women malkl cover the remainder. While complex guidelines
could be drafted for institutional p archers, I would regard as
misguided any attempt to establish rigid codes of behavioNind
narrow descriptions of-the researchers, themselves. Our_own
experiences should tell us that ethical codes have not made
soldiers praiseworthy, lawyers honest, Or doctors humane.

We should feel loyal, therefore accountable, to (a) our
consciences. (b) social good. (c) the aims of higher education,
(d) the goals of our institutions, (e) students and staffs, and (f)
our bosses, We .should be confident of our information and be
guided by our prudence in its interpretation and dissemination.
The nature, intensity, and thoroughness of our responses
shnuld vary with our perceptions of their value to others and
our perceptions of the efficacy of our own insights drawn from
the data. No precise format can he established, but the more
powerful the insight and the more Specialized the knowledge,
the more compelling it should be to extend the response to in-
clude interpretations, implications, and recommendations.

As I indicated. I find nothing unique in these questions
of ethics or values fer institutional researchers compared to
other researchers; however. there is one question which, while
not unique, concerns a dominant feature found in the role of in-
stitutional research and not in most other research to the same
extent. I refer to the question of the diStinction between institu-
tional research and the decision-making process. in the
remarks which follow you can substitute planner for ad-
ministrator for their roles are almost identical, Administrators
and planners make decisions and the roles they play conflict
with the role of 'the institutional researcher.

Academic administrators and institutional researchers
share interests in many of the same educational goals apd they
often use the same facts to achieve these goals. Administrators
also share considerable interest in the methodologies
researchers use to derive these facts. Underlying these and
Other common interests is a basic conflict between the role of
the administ:-.-nor and the role of the researcher. This cpnflict
arises from perceived differences in which means aehiaVe
which ends. The conflict Of roles does not imply a conflict be-
tween individuals or necessarily a conflict between per-
sonalities; however, since administrator and institutional
researcher frequently occupy the same body, the conflict is not
always antagonistic, but often schizophrenic. The disorder is
-not clinical, The separate roles serving different needs of high-
er allow for functioning in an interdependent man-
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ner. Whethar the conflict is endogenous and cannot be excised.
or whether its occurrence is between two different persons,
there.is value in describing its pathology in order m understand
and contml it.

A partial listing of the uses of nwthodologies by int-
minist rotor and researcher will provide some description of the
problem Th administrator uses methodologies to convince
others that the objectives sought are just and appropriate, hi
provide rational and empirical pathways to predetermined
goals, to maintain or achieve relevancy. and to expedite the ad-
ministrative process. The researcher uses methodologies to
predict and illuminate, as catalysts to precipitate answers from
questions, as tools for e.xploration, aml as objects of relevance
in themselves.

The administrator is pragmatic and teleological. Not
only does he sec a na till al design in his plans, he does not hesi-
tate to improve the natural processes with practical assistance.
When he uses methodologies which yield satisfactory but
slightly promiscuous results, the administrator retains the
method but purifies the results. He is particularly delighted
whenever a methodology yields propitioos results, for then he
can use the method not so much as a tool, hut as a weapon.
Methodologies which provide unwanted answers are rejected
by the administrator as obstacles in the administrative process.
These practical solutions, providing expedient means toward
distant ends. may he viewed with concern by researchers but,
if so, they are ignoring the potential schizophrenia which
affects both roles.

The researcher is idealistic and credulous. When he is
convinced his methodology is pure. he accepts the results
regardless of their sense or relevance. A methodology may
yield acceptable results, but the researcher feels compelled to
continuously modify it in the hope the changes will yield even
more acceptable results. When the researcher is convinced that
a particular methodology reflects favorably on tbe quality of his
scholarship, he will use it in both appropriate and inappropri-
ate places.

The conflict of the a.-atlemic administrator and institu-
tional researcher may seem nsurmountahle from the foregoing
remarks. But these remarks deliberately focus on the more
negative behaviors and temporarily overlook the functional out-
comes which flow from blending the two roles or, at least, re-
quire a continuous interchange between them. Rarely is the ad-
ministrator evil and the researcher naive, hut both roles contain
elements for aberrant behaviors and a serious error would be
made by disregarding their potential harmful effects on higher
education goals;

The source of the disorder lies largely in the fact that
neither academie administration nor institutional research are
bound by any fixed set of methodologitts. Unlike ordinary
academic disciplines neither has a subject, only a role, and
each uses whatever methods or techniques are available to
enhance its performance.

The goals of higher education would be better served if
administrator and researcher learned to accommodate each
other's limitations. While the institutional researcher may be
frustrated when he sees results 'from a carefully planned
methodology being purified for external consbmption, the ad-
ministrator may be disheartened when objectives are dislo-
cated due to prolonged attempts to improve the methodology.

There am no solutions to the conflict and probably none
are required, but there arc means for some accommodation. A
premium means for accommodation lies in the development of
a mechanism for-administrator and researcher to establish, at

301



ETHICS AND VALUES

least tentatively, common objectives both are willing tEl work
toward, and to include in this understanding, minimum stan-
dards for the criteria by which both nwtlmds and results will be
judged. While this recommendation may seem simplistic. in
practice such understandings are rarely achieved. Another
form of accommodation which would bl! bOrleficitli is in more
explicit delineations of the problems to be solved and of the an-
ticipated results. While administrators rarely pose hypotheses
for either rejection or acceptance, they ordinarily have expecta-
tions which are built into the development of programs being
considered. When the institutional researcher clearly under-
stands what those expoaations ar, he can choose the
methodologies which give greatest promise for evaluating their
probable utility.

The clinician tells us that schhophrcinia is rarely
resolved, only diminished. The quality of our administrative
and research functions will depend -largely on our own efforts
to seek a remedy and -to accept a lengthy program of therapy.

Ethical and Value Considerations in Institutional
ResearchJames W Firnberg

Institutional researith is the slave of many masters. As
institutional resedrch practitioners we are accountable to our-
selves, to our publics, our clients, and the field oLinstitutional
research. Our publics include society. the higher education
community, and the-state for the public institution or the cor-
poration or board for the private one. Our clients are the state.
hoard of control, president, other administrators, faculty, and
students, We are also responsible to other institutional
researchers.

We Often find ours': ves'in a position in which we must
chixise between two or more of the interests represented by our
publics and clients. Some would say we are called upon to ap-
ply situational ethics: -Most situations in which ethical con-
siderations are inherent involve a hierarchy of values And this
hierarchy muSt be. redefined for each situation" (American
Psychological Association. 1953, pp. 4-5). We -Nich assess a
situation as it arises, evaluate it in terms Of our own value
system and decide whose i:iterests would be best served by our
efforts. We do not necessafily think logically, rationally, or
without bias in reacting to all sitoations. In these types of situa-
tions we might find ourselves in positions which might be con-
sidemd similar to the relationship between any professional
and his client. Multiple loyalties and responsibilities are in-
herent in the work of doctors and lawyers as in ours. Difficulty
arises, however, when there is a conflict of interests. When in-
terests conflict we most go back to the original siteation and
redefine based upon our individual system of values or
weights. We must define for ourselves how to approach each
situation.

The problem of whether we can he concerned only
with the pursuit Of truth, or whether we must also be con-
cerned with the effects of our actions and our decisions must
also be considered. Certainly, the potential consequences must
be carefully weighed before a decision is reached. Our wisdom
in reaching this decision will certainly be affected by the conse-
quences of that decision

In the purSuit of knowledge and truth, institutional
researchers should be guided by the situation as well as the
principles of democracy. We certainly should have the freedom
of speech and the freedom of research, Perhaps this should be
viewed as first .the freedom of research and then the freedom of
speech. Our loyalty is first to our own conscience and, since nur
major responsibility is to our institution. our loyalty is to our in-
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stitution within the boundaries of our own consciera
The question "What should we report to whinn? asks

whether or not we should react to pressures to support our in-
stitution at all costs or to report our findings to those Who sought
the information and let it go from them. I conclude that we
should treat with extreme care any information which has an
obvious potential for adversely affecting the institution.

In the area of confidentiality we must place the highest ,.value on objectivity. integrity, proper procedure, accurate
reporting, and the use of good judgment. Again, we could, and
sometimes do, find ourselves in conflict with our values and
ethics.

We are obligated to our institutions and our profession
to report the facts and the methodology, to suggest possible
alternatives on the basis of our view of the circumstances sur-
rounding each situation, and to suggest likely consequences of
the possible alternatives.

We have an ohligation not to distort the data nor to con-
duct "research- witb results spelled out in advance:We have
an obligation to prepare accurate reports which will be of value
to those in our institution who have requested the data, as well '

as others who might use the reports. This. depending upon the
type of data, must be done in such a Way tO protect the interests
of our institution.

As institutional researchers we do have a responsibility
to provide certain standards of performance for the profession.
The respect which the field of institutional research has gained
over the past two decades is based upon the quality of in-
dividuals we have attracted, our research, writing, and service.

The Association for Institutional Research has, as an
organization, and many of its members have individually con-
tributed toward the establishment and maintenance of high
standards of competence and performance. This has been done
through presentations at the Annual Forums. through the spon-
sorship of workshops.-and more recently thmugh our publica-
tions, We must each make a personal commitment to live up to
professional ekpectations.

The Relation of Roles to Ethics and Values of Institutional
ResearchWarren W. Gulko

Because of the organizational dynamics of institutions,
the North American directors of higher education institutional
research are required to occupy a variety of roles. The primary
role played by the directors of institutional research varies from
individual to individual and frum..institution to institution.
However, I suggest these roles fall into three general catego:-
rles:

- The Institutional Research Scholar Role
- The Institutional Research Data Provider Role
- The Madison Avenue Role
The Institutional Research Scholar Robe Model. One

prominent role model is that of the Institutional Research Scho-
lac% Individuals occupying the role. of Institutional Research
Scholar are typically oriented external to their institution
focusing their energies and output on contributions to the field
of institutional research. The Institutional Research Scholar's
activities are usually conducted under the aegis of a joint dis-
cipline identification, in that the individual brings to the field of
institutional research an identity with a specific academic dis-
cipline. Them_ are, of course, a few notable exceptioesln-
stitutional Research Scholars who identify,primarily with the
field of institutional research and have made significant -
tributions to our profession. More typically, however, the major
contributions to the field of institutional research are focused in



specific academic nias such as educational psyChokigy,
management science. sociology. and others. Iv lost, institutional

searchers who are engaged in the Scholar role judge their
performance by the quality and quantity of their publications.
Because they operate in a quasi-academic mode, the values and
ethics that they bring to their work are typically those associ-.
ated with their academic discipline. They tend to function in ac-
cordance with the standards of academic freedo In and in the
context of the scientific method.
. Institutional Research Scholars typically work at in-
stitutions, but work for the profession of institutional research.
They are acconn RI hie to their colleagues in the field for the
cirality and quantity of their work. Within the context of their
disciplirai. their identity is with the profession of institutional
research. They are loyal to their shnse of professional and
aca(lemic integrity. Although their work is discipline oriented,
it is hopefully value free. In most cases, their contributions to
the field continue regardless of their positional role or institu-
';on. Thus the Scholar may change titles and in some cases
%oil change employment, but the general thrust and nature of

the work goes on.
The Institutional Research Data Provider Role Model.

As I have travelled around the country and visited many
schools, I have observed a second, alternative model for institu-
tional rekarchthat of the InStitutional Research Data Pro-
vider, The Data Provider is working for the institution, is ac-
countable to the institution, and judges his or her performance
on the quality, and sometimes, unfortunately, the quantity of
output. The Data Provider is characterized typically as a deci-
sion facilitator. The motivation for providing data is to facilitate
and enhance decision-making. Recognize. however, that there
is frequently a problem in distinguishing between what is in-
formation and what is simply data.

The Institutional Research Data Provider typically pro-
vides unbiased analyses which are reasonably objective within
the confines of his or her discipline orientation. Again, the dis-
cipline background of an institutional researcher plays an im-
portant part in shaping his or her behavior and the nature of his
or her work:Each person can view the world only in the con-
text of their own set of experiences. As so aptly described by
Porter (1962), it is our discipline 'orientation that shapes Our
perception of a given situation; and it is within the structural
context of our discipline that we respond.

Institutional Research Data Providers typically extend
their loyalty to the institution; however, such loyalty is occa-
sionally manifested in a dedication to the institution's data
rather than the institution itself. This confusion arises because
_of the failure to distinguish between data and information. We
all know of cases where individuals occupying the role of Data
Provider have not bothered to concern themselves with the ac-
tual decisions that are being made. Therefore, the information
which would facilitate specific institutional decisions is never
provided. Rather, the focus is on the data. it spews forth
periodically in a variery of bound reports on the assumption
that someday, someone, somewhere, will need to make a deci-
sion and. therefore, the data provided in the report will in some
manner facilitate the resolution of a particular problem.

The Data Provider usuallysrovides broad campus dis-
tribution of the results. Flowevar.71,)(now of particular schools,
and I am sure that you do alsoWfiere the institutional research
office operates in a pseudo data provider mode by providing
reams of data, but only to themselves. 'Reports am published
but few copies are distributed and'serve only to fill the shelves
in the office. Such an approach to institutional research is cer-
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tainly huneficial in that these rows and rows of reports provide
excellent soundproofing for an-office.

Ideally. du! individual occupying the Institutional
Research Data Provider role is a decision facilitator, a profes-
sional who anticipates institutional decisions and is capable of
providing the appropriate information in a timely manner. If
the data is arrayed in a format that facilitates decision-making
and is available to the decision-maker in time to enhance The
decision-making 'process. the Data Provider becomes an Infor-
mation Provider.

The Madison Avenue Role Mothil. The third role that I
would like to explore is one which I regard as the Madison
Avenue role model. In the Madison Avenue model, the institu-
tional researcher adopts the role of a huckster. The institutional
research office is concerned with justifying decisions after they
are made or conducting studies and research with predeter-
mined outcomes. The Madison Avenue person judges his or ,

her performance on the ability to play a shell game with data.
We usually find such individuals operating in a staff relation to
a single person within the organization, typically the president
or chancellor. Their function is to justify a policy decision, ad-
vocate a particular point of view, rationalize a single alterna-
tive. Their output is rather limited, tending to take the form of
draft speeches, staff papers, memoranda, etc. Their contribu-
tion to the field of institutional research is limited. Indeed, if
they are successful in their work, and they conduct it under the
name of institutional research, they do great harm to the field.

Although many of you may find the Madison Avenue
model objectionable, recognize that it is a reality. Moreover,
recognize that it is a necessary role to be fulfilled in virtually
any large canplex organization. I think we must ask ourselves
whether the standards and ethics of institutional research per-
mit such activity to be conducted under the guise of institutional
research.

In my judgment. the institutional researcher occupies at
various times each of these three roles and appropriately so.
Every professional institutional researcher must, on occasion,
occupy the Scholar role in order to both benefit themselves
through maintenance and revitalization of their skills and in
order to foster innovation and advancement in the field, Sec-
ondly. I believe that all institutional researchers must occupy
periodically the Data or Information Provider role. From my
own discipline orientation, I find that this role dominates my
own personal activities. But even for the peison whose profes-
sional life is dominatecr by the Scholar role, it is necessary to oc-
casionally occupy the Data Provider role simply because the
scholarly activities are of little or no value to the institutional
research profession unless they somehow contribute, either
now or in the future, to the pragmatic applications of institu-
tional research. For this reason it is necessary for the Scholar to
maintain a meaningful relationship with the practical applicd-
tions of the field.

Finally, it is appropriate for the institutional researcher
to occupy occasionally the Madison Avenue role. You'll recall 1
suggested earlier that the Madison Avenue model is an ap-
propriate model in virtually all large scale organizations.

Because of the skills and capabilities associated with
institutional research, thelnstitutional research person may be
called upon -to play the Madison Avenuesole, Some degree of
advocacy is present in everything we do. For example, the In-
stitutional Research Scholar is frequently advocating a position
or particular perspective. The standards of academic scholar-
ship, however, require that such advocacy go forth with
authenticated and replicable data, what we might want to think
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of as an "objective prejudice". Indeed, under the Data Provider
model there may he oom for a little bit of Mattison Avenue ac-
tivity, in that it may be necessary to get someone's attention (as
in the old story of the farmer and the mule) in order to facilitate
the decision-making process.

However, when called upon to play the Madison
Avenue role, the professional in institutional research mist rec-
ognize that there is no place within his or her field foe deceit.
distortions, and arbitrary analysis. Nor is it appropriate within
the standards and ethics of institutional research practice to
engage in "hucksterism." For this reason, it is important for us
to recognize that the Madison Avenue role may be a necessary
function, and if called upon to perform this func:tion, we should
do so only in the context of a staff relationship to a parficular in-
dividual, and in an.anonymous. manner. We must ensure that
the performance of prejudged or extremely biased analysis
does not lake place under the aegis of institutional research if
we are to foster the legitimacy of our profession, and if we am
to establish and maintain appropriate pmfessional standards
and ethics.

Ethics and Values in Institutional ResearchPaul L. Dressel
and Thomas M. Freeman

We would like to offer brief answers to the ten ques-
tions posed above, and to elaborate on our response to question
ten.
1. For whom do we work, or to whom should we be accoun-

table? Ultimately, we are responsible to all our consti-
tuents since they are involved in, or reported on. in much
of what institutional research does.

2. What sorts of restraints are or should be accepted in our
pursuit of the "truth"? It is necessary to recognize reality
in, answering this question. We are subject to pressures
and specific points of view which we need to recognize
ana deal with. The art of presenting unpleasant, data is to
be commended since the objective of much of institutional
research is to be factual; honest and Ciagent in presenting
materials, but never foolish or boorish, since change is
hopefully one of our goals and not data development and
repnrting only.

3. To what or whom do we owe our loyalty? Our loyalties
should he such that we can retain integrity in dealing with
our work as individuals, as an office and as a profession.
always remembering that loyalty to.the institution noed not
mean disloyalty to the tenets of institutional research or
our conscience. Above all. there must be integrity, other-
wise, credibility and other values necessary for sustained
effectiveness are greatly diminished.

4. Can or should a distinction be made between institutional
research and decision-making based thereon? There can
be a distinction and there has to.be in a great many cases.
But in drawing a distinction betwden being a decision-
maker in policy or operational matters and the role of in-
stitutional research in supporting that function, it is neces-
sary to hope that the institutional researcher is cognizant of
the decisions that need to be Made. Playing with numbers
and designing elaborate and interesting studies that are ir-
relevant to current or future needs of the institution or of
higher education is not a kind of separation to be en-
dorsed. To.avoid being a servant to a preconceived deci-
sion is our job, but we are also required to be relevant to
decisions that need to be made.

5. To whom should we reveal our findings? It is necessary to
have candor in deciding who will receive the findings as
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well as candor in reporting the findings. Another way to
think about this is to remember that one way to defeat a
good-study is to fail to recognize the power inherent in
effective distribution, presentation, and-follow-up_In some
cases, there has to be a limited diwibution because of thil- ---
nature of the material, but, as a principle, dissemination is
preferable over restriction,
What should we report? There are those who feel that it
should be facts only without implications or interpreta-
tions, hut making institutional research relevant and
useful sometimes require's providing more than facts in
sonie cases and facts only in IDthers. There is no single
answer to this question.
What sorts of confidentiality should we observe? Some
confidentiality is dictated by law, by conventien, or by dis-
cretinn, but confidentiality should be limited and not
widely used as a pretense to avoid review, criticism, and
counter-arguments to that which ,is being presented,

8. Should we have an obligation td shard our findings and
methodologies with our colleagues in institutional
msearch? A sharing of the findings as well as the
methodology is to be encouraged, since the problems being
dealt with are common to most institutions

9. Should we attempt to influence the manner in which and
the values brought to bear as our information is employed
in decision-making? Generally, the answer is no, but the
values brought to bear on the information ought to be
known if they vary in significant degree from those pre-
viously stated or expected, Certain Values are inherent in
the process and are reflected in the study, as, for example.
when one value (efficiency) may outweigh al-wither value
(quality) in the nature of the-questions asked.
What are the -values that are brought to bear as.decisiOns
based upon information are made? Which are appropriate
and which'are not? Part of the exchange between the deci-
sion-maker and the institutional researcher relative to data

: hearing on a decision will he an array of values
emphasized and employed by the participants. It is the un-
willingness to recognize values inherent in the very nature
of the questions asked that often ' oses a problem. That un-
willingness is as common to no -institutional researchers
as it is to the institutional resea chers.

The institutional researcher must be mindful that the
policies and decisions formed from h S data are always made in

ber of values and consciously keep them in mind. as he orga-
reference to sume set of values. Thu: he shouldidentify a num-

nizes and presents data. The following exemplify some of the
relevant values.

Many studies grow out of a 6oncern about the represen-
tativeness of the institutional papnlation on such factors as
race, sex, geographical sources of students, and institutional
sources of degrees held by faculty. This is one of the majorcon-
cerns currently with respect to minority groups and women. In
addition, one might see it as a value applied to the data in judg-
ing the data with regard to a problem. Is the data representative
of.the problem being-analyzed? The concern for representative-
ness pervades all empirical research.

A second value is that of equitability, or fairness.
which is in some sense involved in representativeness but
becomes more explicit when attention is turned to the salaries
of men and women, the grading patterns of various instructors,
the size of departmental budgets relative to the load carried,
and the fadulty loads within and among departments. As with
many values, it is easier to make a commitment to the value



than it is 10 be sure that the value has been adequately met. The
range of considerations (including period of service. quality of
research and teaching, and market competition) involved in the
deternlination of -salaries rnakes it wiry difficult to determine
equilability. And the distinctive elements in the ,work of such
departments as music and mathematics make it difficult to
ascertain the equitability of the staff load across departments.

A third value is feasibility:Such a pragmatic concern
may not be readily accepted as a value. Yet, in starting a new
program, it is necessary to know whether resonrces will be
available, Research of any kind involves the development of
new conceptions, distinctions, and definitions. But the
feasibility of a definition or the attempt to use a distinction may
eliminate it from consideration. Thus, in collecting data on the
use of faculty time, someone might suggest that distinctions he
Made on time spent on scholarship, or creativity, and on
research; and -someone who attempted to use those categories
might conclude that this is not a feasible distinction.

Another value may be described as suitability, ap-
propriateness, or relevance. it becomes apparent in examining
the relationship of grades to the abilities of students or the rela-
tion of admission standards to program requirements and suc-
cess in programs. The educational program of a college must
have an appropriate relationship to the kind ut students with
whom it deals; and when it becomes apparent either that
unusual numbers of students fail or that the standards of par-
ticular fields are too high for the students. some adjustments
must be made. Admission standards must be relevant to
scholarship standards. Finally, suitability, appropriateness, or
relevance must be considered as a value to judge any date or
decision.

Another highly pragmatic value is necessity, which in-
volves a judgment if the importance and the reality of the social
needs to he met bv institution. Studies oriented to this value
attempt to docimn ::; the deficiencies which need to he cor-
rected- ,or ameliorated by development of an educational
program. Necessity plays a major role in almost all proposals in
higher education. Faculty members presenting a new program
are sure that it is necessary; students are convincial of the
necessity -of anything that they demand; and the public.
despite its complaints about the expenditures of higher educa-
tionalso makes demands upon it. Necessity is not an ab-
solute; it merges into the determination of priorities. It is a ma-
jor problem we face in evaluating various alternatives either as
an institution or as a society. One person's necessity is another
person's luxury.

The determination of priorities is a major and continu-
ing task in higher edaration as it is in most enterprises.
Resources-are never adequate for the many "necessary,' de-
mands which are presented. Improvement in salaries and
fringe benefits may he given high priority, but, if resources are
at the bare operational level, lothing much can happen Prag-
matically, the first priority is always-the continuing optiration of
the institution, even though for some institutions outsiders may
doubt that this is t1=e wiscst course. Likewise, one must balance
survival of one part iiersus the survival of the whole institution.
On most campuses the library holdings and staff are con-
sidered someWhat inadequath, hut other program requirements
frequently are given high priority. Buildings and equipment are
a continuing problem which involve so many factors that
priorities are seldom fixed.

-

Efficiency is a central concern in many of the efforts of
the office of institutional research. II is a focus in studies involv-
ing degree or ccredit hour costs. section size, space utiliZation.

s.
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operation of the library, registration, a d the enforcement of
policies and requirements. 'rho ultimate concern of efficiency is
maxim.z:: the rate of return for. the investment in higher

;t economic valne pertinent to wise use of
scarce rescurces and requite:4 a continuing attention-hy institu-
tional research.

Qtiolity is a major value, especially in reference to
publication,-, fund raising. and other uses of data ernanaLng
from the institutioin Number of staff in Who's Who, number
and place of publications and acceptancesall are examples ol
data collected in ao attempt to determine the qualitY of an in-
stitution. Unfortunately, many of these turn out ..et to be state-
ments of qiiality but to be statements whieh are presumed to
document quality. Proxies for quality are various inputs, such
as student ability levels. faculty publication records, and
general resource support that, in combination, imply -quality.-
Direct measures of quality are often not possible, hut so long as
higher education continues to slate 4uality.as a major reason Inr
more money or less frculty work load or the survival of high
cost units, quality cannot be presumed to go unchallenged by
critics. If we can define quality, we had better he prepared to
answer how to get it. for two cents a ton. less.

Once it becomes clear that valueis; provide the basis for
the deVelopment anti use of institutional research studies, it
becomes evident that institutional research is more than data
collection. However, its reports and conclusions canaot be
based simply upon values or interpretations of values by those
conducting the study. How does one decide whether :in opera-
tion is efficient? How does one discern the quality of an institu-
tion? What are the criteria for judging the feasibility of a pro-
ject?

There are al least five rather distinctive bases for judg-
merit. The first of these is compariffon with other relevant
data or with similar institutions. Oimparisons.may be internal
or external, depending on the nature of the concern. The staff
of one department may feel that their salaries are not compara-
ble with those in anether or they may feel that there are inequi-
ties in load. Cases for improvement of sakries are almost al-
ways based upon comparisons with other groups of institu-
tionsusually carefully chosen to suggest that the institutional
salary level is inadequate. Tuition and fee charges also tend te
be adjusted with an eye to the charges in other institutions.
Some comparisons are more or less informative, and some in-
volve relationship of data to established norms. Studies of
grade distributions made within the institution or in corn-.
parison with like departments in other institutions may be
regarded primarily as informative, although highly deviant dis-
tributions may result in pressures for modification toward an
average. But, for library holdings. standards suggested by ,

various authorities have become the basis for a normative judg-
ment as to adequacy or inadequacy.

The second basis for judgment is the existence or the
development of theoretical or empirical models. After a study
of gradeic recommendations have been made on some cam-
puses that grade distributions approximate a certain pattern
(A's, 5 to 10%; B's. 20 to 25% ). Curriculum requirements are
often based on a model which implies that a student has a citr-
fain breadth and depth in his studies, as well as certain specific
experiences in areas such as writing and a foreign language,
Some inStitutions have developed formulas for determining the
staffing of a department or the total institution on the basis of
specified loads, average salaries, and the like. Generalized
campus models suggest how classrooms, library, housing. and
maintenance facilities may be arranged in order to facilitate
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movement. create, a strong educational environment, and en-
courage a commumity spirit. Through theAlse of the computer. it
has hecome possible to develop fairly elaborate mmlels of the
operation of an institution. These models can become the basis
either for planning or for appraising operations to determine in
what respects either they are inefficient, or, the model is imp-
propriate.

A third basis for judgment is the application of oh:
solute sionckads. Tenure regUlatiens tend to be highly specific
and are adhered to vigorously. Student records provide another
example of the need for absoiute accuraey; even occasional er-
rors are a matter of great concern. Statements of due process
prescribe standards and steps to be utilized in particular cir-
cumstances. With any variation becoming the basis ftir-com-
plaint. .

A fourth basis for judgment is cost-hene it or cost
effectiveness analysis. In this approach, the benefits of a num-
ber of different alternatives are exarained in relationship to
costs, and a decision is made on this basis. Implicit in this ap-
proach is the element of comparisoti. but the comparisons may
become very elaborate as various: aspects, of benefits are taken
into account. Though much diseussed 'and strongly recom-
mended, this approach has been _little utilized because of the
difficulties in assessing benefits.or effectilieness, whereas.costs
can be mere easily determined. Because cast determination is
becoming more common and applied with increasing vigor, the
survival of many programs will depend upon a clearer defini-
tion of benefits. Benefits of higher education programs have, for
too long, been assumed and largely.undocumented:

The fifth basis, consensus, is concerned with participa-
tion in judgment. Consensus moves beyond the judgments of
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individuals to the collective judgment of those cundi!rned with a
de,;ion. In practice, consensus may result from presentation of
a. report, along with other information, to a gi-oup which,
ultimately, through discussing. politicking, or exerting
pressure, attains unanimity as to action to be taken or an ac-
ceptable compromise. When students and faculty become in-
volved in policy determination, problems are likely to bc
resolvad on a consensus basis. By dissemination of pertinent
data, an office of institutional research can contribute to making
this a somewhat more rational process than it would otherwise
be. Nevertheless, one has to realize that data utilization is, it-
self, a value that is often learea by those alreadY using a con-
sensus model or a political prOcess model. Oftentimes, those
who argue externally for funils based on logic of data, for-
mulas, and analysis. find themselves at odds with those who
wish to achieve results politically.

We conclude by suggesting that in the facts-to-informa-
tion-to-decision equation the value variables may be at least as
important as the facts ones. To our work we bring our personal
or professional values of honesty, integrity:forthrightness, sen-
sitivity, experience, judgment, knowledge, patience, . and
others. We consider, as well the institutional or societal
values of necessity, efficiency, quality, equitability, and sur-
vival. Data development and analysis values which should be
conSidered include representativeness, consistency, feasibility.
relevance, and realism. Values are involvedAt all stages of the
institutional research to dissemination and decision process,
from problem identification or topic selection to enlightenment
or resolution. The manner in which values are reflected
work influences significantly both the utility or impact of it and
the degree to which it deserves to he labeled institutional
research.

American Psychological Avnciatiuri, Ethical S(ndarth fur Psychologists .:ashingto D.C.: APA, 1953, )
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INSTITUTIONAL RESEARCH DATA FOR "WHAT" DECISIONS?:
RESULTS OF A SURVEY OF INSTITUTIONAL RESEARCH PRACTICES IN
CANADA, UNITED STATES, WESTERN EUROPE AND AUSTRALIA.

In 1970, the Association for Institutional Rsearch
(AIR) conducted a study of its membership. Results indicated'
that the emphasis of duties and responsibilities among nine
areas of activity of AIR members was in order of importance,
"planning and coordination," -studies of students," "faculty
studies," budget and finances,- "organizational studies," "data
systems and computers," with "space utilization," "curriculum
studies" and "teaching- receiving lower ranks. If one assumes
that such activities are being effectively used, then it could be
said that most institutional research data, at that time, served
the decision-making process regarding -plonning and coor-
dination," -students," -faculty" and -finances." In view of the
apparent controversy in the literature (e.g., Dressel, 1971;
Sheehan, 1972; UNESCO, 1968; AIR, 1970; Suslow, 1972)
regarding the nature and purposes of institutional 'research,
what is the general picture in 1975? What is the emphasis given
in each area of decision-making in higher education in Canada,
United States, Western Europe and Australia? How can this
picture serve to clarify the, role of institutional research in the
decision-making processes affecting all components of the in-
stitution? For the young institutional research novice as well as
the experienced practitioner.it seemed imperative that updated
empirical data be provided on these questions.

Furpose
The central purpose of the present study was to obtain

empirical data indicating recent emphasis in institutional
research activities and practices and to compare developments
in Canada. Europe and Australia with the United States' ex-
perience. The hypothesis was that the general results would
not be significantly different from those of the 1970 AIR survey
of membership activities; but that further insight would be pro-
vided on specific areas of emphasis within the general catego-
ries of the AIR survey. It was hoped that from the data pro-
vided, an index could be prepared describing institutional
research -units" and their activities.

Instrument
A short three-page questionnaire was constructed by

the author in both a French and an English version. The instru-
ment was prepared using AIR publications and two recent
books Lj Dressel and associateS (1971a, 1971b) of Michigan
State University. The questionnaire requested data on lhe size
of full-time student enrollment, the size of the faculty, the kind
of institutional research "unit," and the number of institutional
research personnel. A list of 34 areas of institutional research
activities were grouped under 5 major categories: a) General,
b) Administration, Management, c) Students, d) Faculty and
Staff, and e) Curriculurnn and Instruction. Each respondent
was asked to indicate in which areas studies were recently

.completed and in which areas a study was being planned.=
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Respondents were also asked to provide a is (u of completed
studies and their most recent annual report if a ailable. Copies
of the questionnaire in both French and Engrill versions can
be obtained from the author.

Sample
During August 1974 the questionn ire as sent to the

highest academic officer in 248 Canadian rolleges, universities
and associations (77 French speaking an 171 English speak-
ing) listed in the Association of Univer ities and Colleges of
Canada (AUCC) 1973 Directory (AUC , 1973). It constituted
the total population of Canadian highe education institutions.
For the United States sample, the 197 -74 AIR Directory was
used and the questionnaire was sent 375AIR mei-fibers who
were listed as -director" of instil Ronal "research," -plan-
ning," "studies," "analysis." Thirty wo non-university groups,
associations and foundations were added to the United States
sample. 'rhese were obtaine4 from Dressel's (1971a)
Handbook. For the -European nd Australian samples the
World List of Universities (Inter ational Association pf Univer-
sities, 1973) was used and quuêtionnaires were mailed to 55
West European institutions an12 institutions in Australia and
New Zealand. Most universiti s selected were members of the
International Association of l4niversities (IAU). Due to finan-
cial constraints no follow-u as made. However a small re-
quest for replies was made n the October 1974 AIR Newslet-
ter and a similar attempt w s made throughAhe AUCC Oniver-
sity Affairs. A list of instit tions and agencies contacted can be
obtained from the author

Analysis
All the respones were grouped by country of origin.

For the European, A9tra1ian, and French Canadian samples
replies were put in only one category due to the small number
of returns. However/for the English Canadian institutions two
groups were formed/on the basis of size of the student body: 1)
community college and institutions with less than 5,000 stu!
dents; and 2) institutions with 5,000 or more students. For the
United States institutions, replies were grouped under three
categories: 1) community, junior colleges, and small univer-.
sitibs (5,000); 2) institutions with enrollments between 5,000
and 10,000 students; and 3) institutions with 10,000 and more
stuaents.

Results
The basic descriptive data on the sample, size of res-

ponding institutions and size of the institutional research per-
sonnel is provided in Table 1 under the different subgroups.
Table 2 presents the kind of institutional research units under
each category of institutions and the frequency distribution for
each general and specific institutional research activities, A
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Table I
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Table 2

KINDS OF INS11TUTI NAL RESEARCH UNITS AND FREQUENCIES OF "COMPLffED" AND PLANNED" STUDIES
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short discussion of these results follows under the fpur samples
studied and the general total picture of all institutions com-
bined.

A. United States
The United States sample was taken from the 197-74

AIR membership directory with a total. of 993 members. All
"directors" of institutional -research." -studies," or -analysis"
were selected for a total of 375 individuals. Also requests for
information were sent to 32 associations, foundations, and
agencies concerned with higher education. However, less than
one-third of these replied, compared to 46% for the colleges
and universities. The size of institutions varied widely within
subgroups and for those reporting the information (162) the
number of institutional research personnel ranged from 0 to 21
with a total average of 3.57 persons. The.average number was
2.10 for colleges and small universities, 3.02 for medium size
institutions and 6.70 for large institutions.

- Table 2 indicates that 75% (11) of responding institu-
tions had an "Office of Institutional Research," 28% (49) had 1
person responsible for Institutional Research mainlyln colleges
and small universities, and 11% (20) had several units conduct-
ing institutional research studies. Returns indicated that 1974
had one casualty, that is, one institutional research office was
closed down in one institution, It is to be noted that very few re-
spondents indicated institutional research activities -in other
-units in their universities such as "Instructional Improvement
Centers," "Centers for Teaching and Learning," etc. A review
of such centers in Canada, United States, Europe, and Australia
indicated several institutional research activities especially
-regarding students, .facully, innovations, instruction,
programmes, curriculum and evaluation. The reader will note
that the data in -Table 2 is not mutually exclusive under the
categories. The respondents were asked to indicate which ones
were appropriate to their situation and, indeed, that some
categories could.be overlapping.

Institutional research activities under the General
category are -highest for self-study, goals and objectives and
long range planning, evaluation and manpower in that order.
while less emphasis was put on organization and-staffing with
innovations receiving lowest priority. Under Administration
and Management highest concerns went to physical facilities,
financing, costs, and data processing, while less emphasis was
placed on faculty and staff benefits and little emphasis placed
on governance, regional planning, and relations with govern-
ments. Under Students some 70% (122) of respondents indi-
cated recent .studies of admission and prediction followed .by
studies of alumni and student records. Less than a third of the
respondents indicated studies of the impact of the institution
with still less attention given to grnduate .and prufeSsional
degrees, student personnel services, student finances and ex-
tra-curricular activities. Under Faculty and Staff greater
emphasis was placed on work loads, teaching loads, and tic-
tivilies studies followed by evaluatien, promotion and tenure,
and research activities with little emphasis on service activities
and the role of faculty and staff in decision-making. Finally
under .purriculum and Instruction highest emphasis (43% of
respondents) was placed on accreditation followed by evalua-
tion and undergraduate programs with innovations in instruc-
lion receiving attention by less than 26% of the respondents.
There seemed to be no Important differences between the three
sizes of institutions in the United Stales sample.

To gel some further insights into the institutional
research studies done mostly In the United Stales (some in
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Canada) the following frequency table was compiled from the
1971-72 and 1972-73 AIR Annotated Bibliographies of Institu-
tional Researcb (Morishima, 1972. 1973).

Category Number of Studies
1971772 1972-73

Total

A - General 19 25 44
B - Administration 26 39 65
C - Curriculum and Teaching 35 28 63
D - Faculty and Staff 9 6 17
E - Students 74 73 147
F - Other 23 8 31

Total 186 :.t181 367

B. Canada
The Canadian sample consisted of the entire list of in-

stitutions and associations:of the AUCC 1973 Directory. There
were 36 universities (main campuses), 15 associations, agen-
cies, committees of presidents, etc., 126 colleges (main cam-
puses) and 71 "satellite" campuses-of universities and colleges.
As indicated in Table 1, respondents were grouped .in four
categories: 1) English speaking colleges and small universities
(less than 5,000): 2) large English speaking institutions (more
than 5,000): 3) French speaking institutions; and 4) associations
and agencies. There were 100 respondents out of the 177
(56% ) main campuses and associations. The size of institutions
varied greatly within the three categories concerned. The
average number of institutional research persOnnel varied from
less than 1 to 5,5 persons with an overall average cif 2.46 per-
sons. Total range varied from 0 to 13 persons.

Table 2 indicates that out of the 100 respondents, 11
reported having an office of institutional research and 52 had
no institutional research "unit- of any kind. Fourteen indicated
that 1 person was responsible for institutional research and 11-
reported that several "units" were conducting institutional
research.- Returns indicated that one institutional research
office closed its doors in one Canadian institution in 1974..

Regarding institutional research activities for the total
Canadian sample, organization, long range planning, and goals
and objectives received most emphasis among the eight general
categories of activities. For the other categories, activities
seemed to be highest for administration and management
followed in decreasing order by studies of students, faculty and
staff, and curriculum and instruction. Within 'these general
emphases, frequency of activities were highest for physical
facilities, financing and costs, student admission and prediction
studies, work and teaching loads of faculty and staff. end
evaluation of curriculum and instruction. The general patterns
of emphasis seemed very similar to the data from the United
Slates sample. There seemed to be no important differences in
emphasis between the two Canadian English speaking
subgroups on the basis of the -size of the institutions.

To further understand ,the Canadian picture, an
analysis was made of the most recent inventory of research in
higher education in `Canada published by the -AUCC,

The 1973-74 inventory of lieseereh Relevant fo High-
er Education in Canada (AUCC, 1075) listed 160 studios in
progress in Caniela. This inventory did not include many confi-
dential studies being conducted within Provincial Deparimonis
of Education and offices of institutional research for specific
persons. The breakdown was as follows:
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INSTITUTIONAL RESEARCH PRACTICES'

Category

A-= General
. = Administration

C - Curriculum and Teaching
D Academic and non-academic staff
E - Students
F - Extension and Continuing Education

Nu mber
studies

in prog.ess
31
35
42

44
12

Total 169
Like the United States case, there seemed to be some

discrepancies between published or available or -advertised"
studies and the reported emphases in the sample of respon-
dents. Regarding -studies planned," with few exceptions, the
order- of emphasis seemed to follow the emphasis in -coth-
pleted studies" in both,the American and Canadian samples.

C. Europe and Australia
As mentioned earlier. the World List of Universities

was used to select a sample of major universities in Western
Europe and Australia. The following indicates the sample.

Country Total No. of
Universities

Sample

New Zealand 7 '12
Australia 18
France - 69
Switzerland 10 4
Belgium 10
United Kingdom 48

Associations, Agencies &
Committees of PresidentS
in Europe 12

There were 32 respondents .out of the 55 (58% ) in the
European sample and 9 out of 12 (75% ) from the Australian
sample. Nineteen out of the 32 European and 13 out of 9
Australian respondents dick not have a "unit" concerned with
institutional research. Since the number of replies in the in-
stitutional research activities are small, the reader i's referred to
-Table 2 for the data reported.

To throw further light on these data an analysis was
made of the two Registers published by tbe Society for
Research in Higher Education (1972, 1973). The Register of
Research into Higher Education in Western Europe 1973
reported 172 research projects and studiesin progress in high-
er education in Belginm, France, Austria, Denmark, Finland,
Germany, Ireland, Netherlands, Norway, Spain. Sweden,
Switzerland,. and Turkey. Also the must recent Register of.
Research into Higher Education - 1972, mainly in the, United
Kingdom, listed 226 studies with some 20 studies from
Anstralia. The folloWing gives the breakdown by area of study:

Category Frequencies in
the Register of
Western Europe

Frequencies in
the Register of

United
Kingdom

(1973) (1972)
A = General 12 23

- Administration 26 32
C - Curriculum and 'reaching 55 61

- Faculty and Staff 3
E Students 58 80
F Adult Educ lion 18 11

Total 172 220
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Over half of the studies on higher education in progress dealt
with students and curriculum and teaching, a picture similar to
the corresponding Canadian and United States data.

'Summary and Conclusions
In general, from the data of all samples in the present-

', survey, with 324 respondents out of 722 contacted (45%
c returns) thenrder of emphasis among the 34 areas of institu=
\tional research and decision-making used in the study seemed
lo be as follows: "long range planning," "self study," -goals
Aid objectives," tinder the general category; -physical
fayitieS," "financing and costs," and "management informa-
tion, system- under the .administmtion category; "admission
and\ prediction," "student records," and -ajnmni- studies
uncle\ the student category; "work load and teaching load,"
"evaluation," and "promotion and tenure" under the faculty
and staff category. The curriculum and instruction category
received \by far the lowest emphasisthe moslfrequent receiv-
ing less than 30% frequency. Other areas receiving lower
emphasis tricluded "faculty service activities," "participation of
faculty and `Staff in decision making," "student finances," "ex-
tracurricularactivities," "regional planning," "relations with
government,"lind Innoyations." When compared to recent in-
ventories of re4earch on higher education. in Canada, United
States, and Europesome discrepancies were observed. In these
inventories studies of "students" And "curriculum and teach-
ing" received by far greater emphasis, with studies of "faculty
and staff" being thOowest in frequency, In the present study
the order of emphasis was "administration," "students,"
"faculty and staff," with "curriculum and instruction" being
the lowest. For comparison purposes the data 'of the 1970 AIR
survey of membership gave the following order of duties and
responsibilities: -planning and coordination," -studies and stu-
dents," "faculty studies," "budget and finances," "organiza=
tion," "data systems and computers," "space utilization," "cur-
riculum," and -teaching" receiving the lowest rank. Here
again are some interesting reversals.

In conclusion several suggestions can be made for
further analysis growing out of the present study.

1. -A clarification of some of the discrepancies
found in the present study. in relation to the pubiished
or available literature on higher education should be
made. -

2. A detailed case study should be conducted
of the two institutional research offices that closed their..
doors in 1974 as reported in this study:

3. Less than 10 respondents out of the 324
referred to institutional research conducted in their in.
stitutions under subh "units" as "Instructional Devel-
opment Agencies," "Higher Education Department,"
and "Centera for Research on Learning and Teaching."
What ,are the relationships between "Institutional
Research Units" and the above?

Many.respondents reported being involved
in conducting mandated projects in an overwhelming
majority of their time, with some time for university-
wide consultations and very little time for initiating
their own studies. How generalized is this practice?

5. Some 20 institutions indicated a number of
studies are being conducted annually in their institu-
tion.. What studio are generally being conducted each
year in Institutions generally and which ones should
be?

6. Taking oda of the 34 areas of institutional



research in Table 2 _and taking the frequency for each
area as a sample of institutions, conduct in-depth
studies of activities and procedures of these institutions
under the separate categories.

7. The Association for Institutional Research or
some higher education agency Should prepare an index
indicating places, institutions dr agencies active in the
34 areas used in the present study to help identify
places for internships and visiting scholars in specific
areas of study. The relatively small number of institu-
tions who replied (45% ) in the present study, arid tile
still smaller number who returned an annual report or
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a list of activities, does not justify the creation of such
an index on the basis of that data. Nevertheless a list of
institutions who replied to the survey has been com-
piled, and most sources of information on Institutional
Research have been identified during the course of this
study. A list of such sources can be obtained from the
author,
Finally, the present study has identified major areas of

emphasis irr institutional research activities and these data
should serve as working hypotheses in trying to identify what
institutional research data are available and used for decision-
making in higher education.
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INSTITUTIO A RESEARCH: DOES IT MAKE A DIFFERENCE?

..Compared to a number of other areas of higher educa-
tion, institutional research is in the embryonic stage of develop-
ment. This. is true in spite of the existence of professional
organizations such as the Association for Institutional Research
(AIR) arid the American Educational Research Association
(AERA).1

Like all new professional fields in higher education,
many of the activities of institutional researchers are focused oh
delineating a sphere of operation. Flow does institutional
research differ \from other research such as that done by
sociologists and 'psychologists? -Is it necessary to have a
centralized institutibnal research function? What ought to be
the role and function'of institutional research in higher educe-
Hon.

These are fundamental and legitimate concerns for in-
stitutional researchers..They are unavoidable and must con-
stantly be addressed in theory and practice. However,- as im-
portant as the above institutional research concerns may be, the
immediate survival of institutional research as a professional
field does not rest exclusiVoly on their resolution, hut with the
answer to the question: Does inStitutional research make a
difference in the oVerall effectiveness of an institution's opera-
tions?

Developing institutions are facing very critical issues
related to accountability, financing, and long-range planning.
Because these are functions.that are often expected to be car-
ried out by offices. of institutional research, the answer to the
question, -Does institutional research make a difference in
developing institutions?" has direct implications for institu-
tional survival and, ulliinately. the survival of institutional
research as a profession.

Purpose
For the past three years. the Institute for Services to

Education has been involved with certain developing institu-
tions which have received Basic Institutional Development
Grants, under Title III, for the purposoof establishing new in-
stitutional research offices or strengthening existing offices.
Three consortia totaling 34 institutions of higher education have
received technical assistance from the Institute for Services to
Education. To date 'there has been no large scale in-depth
evaluation of the institutional research program. Flodgkinson
(1974), in an assessment of Title III programs, indicated little
beyond the vitality of these offices to survive after federal sup-
port was withdrawn.

The purposes of this study were: (n) toldentify barriers
which impaired the efficient operation o" institutional research
offices and to suggest strategies for overcoming these barriers.
and (b) to evaluate tho institutional research office's effect on
the decision-making process.

316

oseph Martin, Institute for Services.
to Education

Sta ement of the Problem
The ri!search reported in this paper was undertaken to

answer the question: Does institutional researh make a
difference in developing institutions? difference is defined as
the effect of the institutional research office on the decision-
making process. Effective institutional research reports must be
comprehensive, objective, and timely in order that Administra-
tors may take full advantage of their content. For decision-mak-
ing purposes, empirical criteria for effectiveness should be the
utilization of information-within specffic program areas as well
as the generalized perception of the office's effectiveness.

Literature Review
Institutional research, as a centralized activity in

American higher education, is a post-World War II .

phenomenon which was necessarily expedited by the Sudden
rise in the student population and the sudden availability of
foundation money for institutional self-studies. The interests,
and concerns of those involved in institutional research range
widely. Pertinent research literature (Ling, 1963) runs the
gamut from institutional cost analyses, to social-psychological
theory about selecting and guiding students, to the economic
pressures on professors. The complex environment in which
the university operates includes internal situations within the
university and external forces acting upon the university. All
the constituencies in the college's or university's environment
clamor for information about the institution. The function and
impact of institutional research on the academic community can
he viewed, nonetheless, through several general perspectives:
(a) academic and administrative.affairs, (b) policy formtilation,
and (c) university operations.

In an altemprto establish defined roles, Suslow (1972)
noted that institutional research is considered to be a special
kind- of educational research in colleges and universities
focused on the institution, and its products are largely directed
toward academic planning and administrative activities.

Saupe and Montgomery (1073), in a statement prepared
for the Association for Institutional Research, cited several
definitions. One definition posited that:

Institutional research involves the collection of
data or. the making of studios useful or necessary
in (a) understanding and interpreting the institu-
tion; (b) making intelligent decisions about currant
operations or plans for the future; (c) improving
the efficiem:y and effixliveness of the institution.

Perry (1072) stated that institutional research ought to
concentrate on institutions which ere outstanding, successful,
unique, and self.111:1111111Z11( I , Institutional research shorikl study
those students who am not problems but, who are positive con-
tributors to the university or college, its programs, and society.



Of primary importance to the work of institutional research, he
contended, must be its ability to identify, describe, and ar-
ticulate the creative -quality of educational programs.

Braumbaugh (1960) projected wide-ranging opera-
tional roles, asserting that:

Institutional research includes studies and in-
vestigations focused on current problems and
issues in institutions of higher education. Also
studies and investigations of problems and issues
that are basic to long-range planning or that may
ultimately have implications for instil utiona!
operations.

Parden (1971) expanded the role of institutional
research- to include planning, evaluation, and allocation fund-
bons, He argues for coordination of these functions instead of a
segmented approach. Wedekind (1964) placed institutional
research in the realm of institutional policy implementation. He

. contended that institutional research: a) is a staff function, not a
decision-making function, and provides data on which to base
decisions: b) should play a role in the evaluation of line opera-
tions in carrying out policy; and c) should serve the faculty as
well as the administration in policy formulation. .

Policy formulation in institutional research, as viewed
by Brumbaugh. Should include studies and investigations of
pro'alems and issues that are basic tolong-range planning or
that may ultimately have implications for institutional opera-
tions. According to Horn (1963) the ultimate goal of institutional
research is to base policy decisions on reliable information
about the institution itself, Decisions can be made _intelligently
and goals more easily achieved if research results are available:
the source of information for planning and decision-making, in
essence, will be the office of -institutional research.

Sample
A sample of administraters from 34 developing institu-

tions was selected to participate in the study. Usable responses
were obtained from 187 respondents at 29 institutions. Re,
spondents were drawn from public and private institutions as
well as two-ydar and four-year institutions.

Data Collection
The questionnaire was developed by the staff of the In-

stitute for Services to Education And consortium members.
Questionnaires were seta to institutional research directors for
distribution and collection. A three.week deadline for ques-
tionnaire return was used. Questionnaires were distributed to
administratorspresidents, line administrators, and other staff
persons who used the services of the institutional research
office,

The instruments gathered three kinds of information;
demographic characteristics of administrators, the administra-
tors' awareness of institutional research, and effectiveness of
institutional research.

Regarding demographic characteristics, administrators
were asked about the form of control (public or private) of the
institution al which they worked, about the level of offerings
(junior or four-year) of the institution, and about the nature of
the administrative position they hold. Administrative aware-
ness was assessed by asking administrators the extent to which
they understood the role of the instibitional research office on
their campus: Who does the office serve? To whom does it
report? Should the office he linkeil closely with the president's
office? What should be the level of involvement in the decision-
making process?

Joseph Marlin

Effectiveness was measured on three dimensions:
utilization of services and output. efficiency of operation, and
general effectiveness. Administrators were asked: (a) how fre-
quently they requested reports or services. what kinds of
reports or services they requested, and how reports were used;
(b) to rate the objectivity, scope, and timeliness of reports
generated; and (c) to rate the general perception of the impact
of the institutional research office and its degree of effective-
ness in specific program areas.

Hypotheses
Thc working hypotheses in the study were as follows:
1) There will be a relationship between administra-

tive awareness and the demographic charac-
teristics of administrators.

2) There will be a relationship between the effective-
ness of the institutional research office and the
demographic characteristic of administrators. .-

3) There will be a relationship between the effective-
ness of the institutional research office and the ad-
ministrative awareness of administrators,

Data Analysis
All hypotheses were tested with the chi-square test of

independence. Chi-square tests obtaining the probability of p<
.05 were reported as significantly different from zero and re-
jected the test of independence, Chi-square values less than the
probability of p< .01 arc reported as p< .01. Since each hy-
pothesis is composed of several parts, it will be the general
verification of the hypothesis which will be the criterion used to-
accept or reject the test of independence.

Results
Hypothesis One was generally not supported..Only one

.significant relationship was found. An administrator's length of
time at the institution was related to his view on how an instif.o-
tional research office should be linked tri the president's offi
The obtained chi-square value was equal to X2=21.40, df 9, p<
.01 indicating that those who had been at the institution longer
favor institutional research being closely linked to the presi-
dent's office.

Hypothesis Two staled there would be a relationship
between thc effectiveness of the institutional researeh offiee
and the demographic characteristics of administrators. The
data generally supported the hypothesis. Use of reports gener-
ated was related to the administrator's position for the follow-
ing report categories: long-range planning, presidential reports,
federal reports, fund raising, proposal writing, and accredita-
tion, The obtained chi-square values were: X2=18,50, df 9, p<
.03; X2= 16.84. df 9, p< .05; X2=32.68, df 9, p< .01 X2= 28.66,
df 9, p< .01; and X2=17,48, clf 9, p< .08 suggesting that ad-
ministrators make different uses of reports generated hy the in-
stitutiorml research office in carrying out their administrative
responsibilities.

Efficiency was the second dimension of effectiveness.
The administrator's position was related to timeliness, The ob-
tained chi-square value was X2= 33.19, df 18, p< .05. Presi-
dents and academic deans perceived the office as more offi-
nient than other administrators,

The third measure of effectiveness was general Wee-
liveness. General :perception was related to administrative
position. The obtained chi-square value was equal to 40,21. df
27, p< MI Differences among administrators were noted bo.
Moen federal program dins:tors and registrars. These data
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suggest that administrators who 'need data from external
sources perceive greater impact than those administrators rely-.
ing on internal data sourees. Specific areas of impact were re-
lated to institutional control, previous position held, and time at
the institution. The obtained chi-square values were as followk.'
X2= 7.07. df 2, p< .05; X2=7.01, df 2. p< .05, X2= 16.36, di 6,
p< .01 respectively. Public institutions felt more 'impact on
long-range planning than private institutions. Administrators
who previously held faculty positions felt more impact oc-
curred jr1 the area of recruitment than administrators who held
administrative positions. Administrators who had been at their
institutions for less than five years felt more impact on the cur-
riculum than administrators who had been at-their institutions
more than five years.

The third hypothesis was overwhelmingly supported
by the data. Requests- for services were related to Understand-
ing the role of the office and linked to the president's office.
Obtained chi-square values were as follows: X2=19.01, di 3.
p< .01 and X2= 24.24 di 9. p< .01 respectively. Proper use of
the office was related to understanding the role of the office,
constituency served and reportingstructures. The obtained chi-
square values- Were as follows; X2=12.02, df 3, k ,01:
X2=25.07, df 12, p< X2=26,14, di 9; p< .01. respectively.
The data suggested that administrators who understood therole of the institutional research office were more likely to re-
quest services than administrators who did not understand its
role. Administrators who felt the institutional research office
should be linked to the president's offiee were more likely to
request services than administrators who felt the office should
not be linked to the president's office. Further:the data suggest
that the institutional research office WaS underutilized and
heavily weighted to its newness on campus.

The following report categories were related to under-
standing the role.of the institutional research office; question-
naire completion, long-range planning, presidential reports and
federal reports. The obtained chi-square values were as

X2=12.14,- df 1, -p< .01; X2=14.74, df 1. p< .01;X2=3,78, di p< .05; X2=7,18, df 1, p< .01 respectively. In
all instances, administrators who fullY understood the role of
the office made greater use of these reports. Use of reports was
related-to consituency served in the following categories; ques-
tionnaire completiOn, long-range planning, and accreditation,
The obtained chi-square values were as follows: X2= 11.63. di
4, p< .01; X2=14.12, df 4, p< .01; X2=11,35, di 4. p< ,05, The-
data indicated that administrators who felt that the office
served both administrators and faculty were more likely le use
reports than administrators who fell the office served ad-
ministration or faculty only. Participation in decision-making
was related for the following categories: questionnaire comple-
tion, long-range plaiming and proposal writing. The obtained
chi7square values were as follows: X2=9.55, di 3, p< .05:
X2= 10, 72, di 3, p< .01; X2=7.78, di 3, p< ,01 X2=7,78. di 3,
p< .05. Administrators who felt that hislitutional research
directors should participate in major institutional decisions
were more likely to use reports than administrators who felt in-
stitutional research directors should restrict their activities to
basic data collection.

.

Efficienecy of the office was operationalized as 'objec-
tivity,.scope end timeliness of reports. Understanding the role
of the office was related to objectivity, scope and timeliness.
The olitainQd ehi-squen values were its follows: objectivity,
Xi.= 33.17, df 2, p< .01; scope, X2= 18,65, ill 2, p < .01; timeli-
ness, X2= 8.18, ttf 1, p< .01. The data suggested that under-
standing the role end function of the Institutional research
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office w-us highly supportive of the impartial manner studies
were performed, and reports shared with administrative
offices in a useful time frame for decision-making, The institu-
tional research office being linked to the president's office was
related to objectivity and timeliness. The obtained chi-square
values were:. X2= 37.19. di 6, p< .01, and X2-=-18,32, df 6, p<
.01. Administrators who felt the office should be linked to the
president's office were more likely to perceive reports pro-
duced by the -institutional research office as impartial and
shared with their offices in a useful time frame,

Generalized effectiveness was related to- several
measures of administrative awareness. Whether the office
should be linked to the president's office was related to impact
on decision-making and general campus impact. The obtained
chi-square values were: X2= 31.05. di 9, p<.01 and X2= 22.49,
df 9, p< .01; thus indicating administrators who agreed that the
office should be linked to the president's office perceived
greater impact -on decision-making than administrators who
disagreed with the office being linked to the president's office,
Understanding the role of the office and participation in deci-
sions were related to the administrator's ability to accurately
report data if the institutional research office was phased out.
The obtained chi-square values were: X2= 47.43, cif 3, p< .01
and. X2= 22.02, di 9, p< .01. These data suggest that ad-

, ministrators who understood the role of the office perceived
greater impairment in there ability to report institutional dath
than administrators who did not understand the role of the
office.

-

Specific areas of impactfinancial studies, admissions
and records. recruitment, curriculum and planningwere re-lined to the office being linked to the president's office, The ob-
tained %alues of the chi-square were: X2= 19.57, df 9, p< .05:
X2-= 13.57. df 8, p< .05: X2 14.57, di 9, p<.05. The general
finding was that administrators who agreed that the .office
should be.linked to the president's office were likely to per-
ceive greater impact than administrators who disagreed that the
offiee should be linked to the president's office. Understanding
the role of the office was related to curriculum and planning.
The obtained chi-square values were: X2= 9.10, df 2, p< .01:
and X2= 5.89. df 2, p< .05. Esentially, the data indicated that
administrators who understood the role of the office perceived
greater impact than administrators who dill not fully under-
stand the role of the office.

Sumniary and Conclusion
Hypothesis One was not supported by the data, The

administrator's awareness of the role and function of the in-
stitutional research office was not Haled te their demographic
characteristics.

Hypothesis Two was supported by the data. Ad-
ministrator's demographic characteristics were related to the
effeetiveness of the institutional research office, Administrators
varied most on the utilization of the institutional research office.
Presidents and academic deans were more likely to request
services and LIMe research reports than registrars or financlid
aid directors. Presidents And academie deans were more likely
to perceive the office as being efficient and generally effective
than registrars and financial aid dins:tors. In part, this cm be
ex pleated by most institutional research directors reptirtbig
directly to these officers. II may be concluded that administra-
tors who had direct contact with the institutional research office
used its services and perceived il as efficient and generally
effective.

lypothesis 'Chris! wits tworwhiehiiii ngly surawled by



the data. Two administrati've awareness variables (understand-
ing the role and function of the institutional research office and
the institutional research office being linked to the president's
Ace) emerged as the most related to effectiveness of the in-
stit u tionalTesearch affica: These lin-ding-suggested-that-us-ad-
ininistrators became-aware of the role and function of the in-
stitutional research office and felt it should be linked closely to
the president's office, they requested more services; _made
greater use of research reports; perceived the office operation
as efficient in producing impartial, comprehensive. _timely
reports; and viewed the institutional research office as having
an immense impact on the decision process.

The general implication to be drawn from this study
was that administrators of developing institutiong perdeived the
institutional research Office as effective, hence making a
difference. There were stong feelings for involving the institu-
tional research office in the decision-making process. There

Joseph Martin

were several ways this could be interpreted, but the most pru-
dent would be that the institutional research director needs to
be in a position of knowing what was to be decided in order
that complete information would be collected. Administrators

_prefeired the office to do more than basic data gathering and
trend analysis, hence a closer Irak With-the-president's-office
was supported.

A key strategy for strengthening the institutional
research function was the selection of an advisory committer;
with broad representation. The committee would be involved
in setting office priorities, in disseminating information to other
staff members, and in helping design and execute major
research studies. A primary goal of the office would -be an
office prospectus outlining its goals and objectives for the year.
Regular publication of summary reports for distribution among
staff is essential. Institutional research will then have taken
steps toward becoming a viable administrative function.
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MODELS - TOOLS OR CONTROLLERS

In theyeal world where we all from time to time are re-
quired to function,'the rules for analysts and managers are
different. Managers, faced with a constant barrage of
seemingly cbanging data, are required to make decisions and
act in a forth-right or forward-moving way. To cope with these
environmental conditions. managers form intuitive concepts or
gestalt of the environment and the relationships of principal
variables present in the environment.

The analyst also forms concepts of environmental
behavior, but these concepts tend to be focused less by the
general system or process influences on the.manager than.by
the problems encountered by the manager in reaching a deci-
sion. The analyst's response to the managerial problem is to de-
velop an abstractiona modelwhich focuses on the decision
to be made and,positions environmental variables according to.
their perceived relationship to the decision or problern.

. The analyst's model or abstraction is more formal in
character and by its fortnality or overt rationality can convince
the manager of the model's value in the decision prqcess. More
often than not a model can be a beneficial and useful toel in ihe
process of management decision, if that model or its limits are
understood byboth analyst and(manager. If the-analyst and the
manager ignore the liMits of the model or do not test model
realities, and instead use it to support a decision process, then
both the manager and analyst:Will ultimately be victimized or
controlled by the model.

The purpose of thiS,.paper is to reflect upon the intellec-
tual limitation of models, hoWever sophisticated they might
appear. In the discussion which follows three model types will
he discussed briefly: (a) a statistical model, (b) a structured
model;(c) a simulation model. In each inatance it will be shown
that model abstractions have critical or fundamental proposi-
lions which, if not understood by the manager. can control the
manager and cause him to act in ways different from what his
intuition suggests might be the best course of action. In each in-
stance the models selected for discussion are ones which are
being used.currently as part of a decision process, or address
aspects of such decision process. The particular model exam-
ples discussed are; a statistically determined student applica-

.tion prediction model, a tenure staffing model, and a program
budgeting system simulation model.

Student Application Prediction Model (SAP)
This statistical model was designed to address a set of

familiar concerns of the institutional manager. By midway in an
academie year budgets are being prepared for the forthcoming
year. The admission staff is actively recruiting desired appli
cants. An initial flow of applications is being nswived. The
questions posed 14 burliness and admissions officer are "what
will the new student population be?" and "should current
recruiting techniques be altered?".

A statistical model based upon recent historical data
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was developed. The crucial structure of the model involved the
calendarized flow of applications in prior years. Analysis .
showed that for a reasonable previous time period applications
for admission had been received by the institution at approx-
imately the same calendar date and in the same proportions to

.the final total.
A logarithmic fitting of cumulative application receipts

against time was used ea the basic model. By using this struc-
ture, early returns from the current year's application flow
could be inserted into the model and a prediction of total ap-
plications for the year obtained. Reasonably -accurate predic7
tions of the total applications can be available by December of
each academic year.

The development of the model had been precipitated in
the first place by rather sharp changes in the application pic-
ture and a subsequent smaller entering freshmen class. The
analysts who develop SAP were ablelo provideitesponses to
the managerial question "What nurrnher of first year students
might be expected?" and pernlit the trig;!ering of selected
recruitment efforts.

The model design permits adaptation over time through
the introduction of more recent information, and has proved to
be a helpful tool supporting the manager of the admissions and
budgeting process,

-It iserea7., however, that continuous effort must be
made to remember that SAP, as a model, has no insights about
the attitudes of prospective students. It predicts that what hap-
pened last year will happen this year or next year. If there are !significant changes in the flow of applications. predietive
results can vary greatly.

All statistically-based models of this ilk are perfidious, .1 ,
The dystem which is being artifically projected is unknown. No
matter how reliable statistical .correlations are, ,lbe .01.001, will
continuo to give accurate predictions only soloTig as the system !'
underneath does not-radically change'. II is conceivable that the
system can change without miming, it the model is trusted by
analyst and manager implicitly, actions based upon such a
model inevitably prove- to be wrong and can be potentially 'di-
sastrous. The criticar..conlinuing 'assumption of this class of
models is thm.the underlying syr,tem will not change, and, con-
sequently, predicted changes II ro real and should be responded
to by the manager.

Faculty Tenure.Staffing Model
Another class of model is the type of model in which

the system being epproximated is under:Nod and fully defined
by the variables of that model. The model described and dis
cussed hen! Is one formulation of the tenure and steady state
ladling issue and a management decision problem currently
receiving extensive attention (Tannenbaum, 1072)

The model is an expression of the proportion of faculty
holding tenure at any one time in terms of the length of pre.



tenure Period, mobility, defined as the fraction of tenured
faculty who leave each y&ir other than by retirement, and the
ratio of untenured faculty who are granted tenure. Values for-
the model can be developed watt relative ease by holding
variables constant, setting ranges for allowable tenure to non-
tenure faculty ratio, ete.

the_me_deLwas_to_determine
what tenure ratios might pertain under certain conditiOns and
Iso to determine what actions might be necessary if the tenure

ratios were established by arbitrary policy determination
through a political process.

As the model was worked with and quantified. it was
discovered that a crucial variable was the formulation of
mobility. While mobility had been formulated as turnover, it
became apparent that turnover behavior of prior periods might
not be the appropriate measure to use in producino model estt
mates ottenure ratios. Further consideration of thZ model for-
mulation led analysts and managers to conclude what is. of
course, well known, namely, that long run mobility of. the
faculty`is the crucial decision variable.in this and probably all
steady state staffing models.

In point of fact the cnmplex mobility function issue of
the steady state staffing model in the Tanenbaum model and
others isnot Well perceived. Manager and analyst alike tend to
concentrate on the length of the pre-tenure period and some a

. priori tenure percentage. Adinitedly, deducing the long run or
continuing mobility of faculty or professional staff Involves a
complex modeling of labor'market factors, and consequently
may not be feasible. It is equally clear that self delusion

-masked by a formal mathematical-model is still self delusion. If
the tenure-steady state staffing model is employed without both
careful definition of the mobility or turnover variable and the

. vulnerability of all models with regard to tilis variable, the
. manager and the analyst become victims of the model and con-

trolled by it,

The Total System Simulation Model
Models of thi6 type are usually, developed to assist the

manager to deal with or respond la a eomplex set of allocation
decisions, budget assignments, or program investments within
the context of external forces and the on-going performance of
more than one program or activity.

Total system simulation models aro attempts to struc-
turally define major inputs of a total entity such as an eduda-
lianal institution, or school, a social delivery system, a major
weapons system, etc. The major elements of such systems in-
clude definition of outside forces on the system, state, or condi.
lion variables which definethe system's structure, choice and
response variables that reflect decision areas and define reac-
tions of the system to its environment. A good example of such
a system simulation model can be found in the Program
Oriented Planning System (POPS) discussed later at this
Forum (Kulina, 11174).

Simulation models contain variable relationship state-
ments that reflect the analyst's perception of the world limited
by constraints of linearity imposed by the need to operate these
models on computers. Because of size and complexity, the
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model cannot easily be played with, to test where its priorities
are, or how it responds to different functional inputs of data.

A critical variable of a program model such as POPS is
the faculty activity matrixprid how this matrix is formulated.
Other models such as the National Center for Higher Education
Management Systems (NCHEMS) model, are significantly
determined by the faculty allocation to program matrix and, of_ _ _ _course, presumptions ab-nut--rteS otel-farige- irr time allocations
as real or model changes are introduced.

System simulation models, are intended to show
changes in product or service production outputs relative to
resource changes or environmental changes. There continues
to be real difficulty in defining or distinguishing outputs which
are meaningful when service systems are being simulated.
Such weaknesses can be overcome, however, through agree-
ment between analyst and manager upon simulating variables
that capture in part the complexity of service outputs.

Sensitivity analysis which examines the behavior of the._
models onder varying conditions and reveals -its central con.
cepts is essential for the managei if he is to use and/or become
dependent upon such Models ler decision purposes. Some of
this -analysis is done by the analyst just so he can understand
his own creation. But far less analysis of this variety is done in
an interactive mode with the manager. As a usei of such
models it is imperative that you integrate the model before
adopting its perception of the world being simulated.

Conclusion
This paper has addressed the issue that model useful-

ness for the-manager or other analyst is dependent upon his or
her recognition that a. model is an abstraction. Created by the
analyst to explain real world behavior, the models may have a
number of design handicaps or-weaknesses which, if not rec-
ognized by the manager, will weaken the value of the Model as
a. managerial tool and pose the real threat of controlling the
manager decision 'behavior against his own best intereat.

Model weaknesses most often encountered, which both
analyst and manager must guard against, include models that
implicitly or explicitly depend upon a current reality which is
not Understood or cannot be adequately defined, A second ma-
jor hazard lies in the single variable model, wherein one varia.
ble in the model turns out to be the critical and controlling part
of the model,

A third and critical factor lies-in the recognition that the
complexity of large simulation models reflects their creator's vi-
sion of the system and the relationship of its many parts. Such
systems, more often than not, tend to have one or two erueial
determining variables or functions and these variables and
their behavior hold the key to the analyst's concept of system.

Unless this conceptual design 16 perceived and related
to the manager's own concept of system or order, interpretation
of results is al best difficult.

When these conditions of model weakness are ignored
or overlooked, the manager's use of the model or its informa-
tional output is of reduced value. When these potential
difficulties are recognized and compensated for, however, the
model can be a pnwerful and pffective tool in the decision pro-
cess.

larienbaum, U.S. tact ed fall ie.. about tenure in a rly mat
December, 1972.
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PROGRAM EVALUATION: FROM QUESTION TO

Program evaluation has three purposes: (a) to deter-
mine whether or not a program is effective; .(b) to determine
why a program Is effective or. why it is not; and (c) to provide
recommendations to decision-makers as to modification, ex-
pansion, or continuation of a program. This paper is concerned
with the primary terms end activities comprising program
evaluation as it is traced through the political processes whiah
spawned a particular program evaluation .effortfrom ques-
tion to impact.

Evaluation may be viewed as collecting, organizing,
analyzing, and reporting and interpreting information about the
inputs, process, and outcomes a educational programs to deter-
mine their effectiveness in meeting their objectives (any why or
why not), and to provide recommendatiOns to decisionrmakers
as thmodification, expansion, or continuation of the programs.

There can be no doubt-that there are several fuzzy, am-
biguou's words which have become fashionable in the political

jargon of program evaluation. Notwithstanding the lack, of
specificity regarding the meaning 'of program evaluation,
almost all reasonable aservers of American higher education
agree that the lime has arrivedindeed has been with us right
along, though too few have been aware of itfor higher educa-
tion to take a close, careful, and critical look at.itself. It is true
that there .has always been a need for institutions to conduct
ongoing programs of self-evaluation, and moat long-standing ill-
stitutions have been committed to the principles of self-evalua-
tion and planning since their individual inceptions. They have
utilized collegiate and departmental , self-studies, accrediting
studies, and special reviews Jo determine program perforr
mance, status, and prospective future for all of their academic
programs. These TevieW mechanisms have been intentionally
varied because program characteristics vary, with no one mold
of review adequate for the wide-range of academic content and
purpose.

A primary purpose of the traditional academicprogram
evaluation was to provide the university with an aid in its .-on-
tinual striving for excellence and efficiency in its educati.: nal
role through a regular internal and external audit of its pe cfor-
mance on every level from that of department and progr,in,
through .school and college,,and ultimately to that of the entire
corporate structure of the university itself, On every cencelv-
ably level, the institution attempted to identify and reassess its
goals, to examine all of its functions in terms of quality and
peed, to esteblish priorities for retention, expansion, and imple-
mentation oT programs, to review the supporting financial
structure with regard to .both sources and amounts of funds
available for instruction', research, and service objectives, and
to establish a base for future planning and development.
Program evaluation was considered, ther. 4s a continuing and
positive process geared to promoting Inv( wement through in-
cremental budgeting and development. 'The form of these
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reviews, however, was open-ended. Uttle structure or com-
monality in data base marked the submission of program
evaluations under the terms of historical departmental and col-
legiate studies. Also, these reviews had little relation to
resource allocation decisions; they were self-cleansing exer
cises.

An Institutional Example
Beginning in 1972 the- traditiooal forms of program

evaluation in Iowa were no longer acaptable to both the Board
of Regents and other state bodies concerned about program ac
tivities, reSource_utilization, outcomes, and costs. With the ad-.

vent of program budgeting, the National Center for Higher
Education Management Systems, 'Shrinking enrolltnents, and
rising costs, many members of the public bodies-supporting the
University began to ask hard questions requiring non-tradi-lional answers. The new -age of program evalua-
tionlaccountdelity was ushered inthe request for structured,
uniform:lithely, ongoing, and reported program evaluation
(emphasizing costs) was issued,

;In 1972 the University was first requested to develop:_,,
program evaluation plans. The University response was a corn-
pendium of accieditation reports did a census of degree
programs. Two years later a mandate was issued requiring the
submission of specific procedures and timetables outlining
ongoing and comprehensive program evaluation and planning
procedures. The University was also required to submit the
findings of each department's review on a biermial basis in-
dicating .hoth the decisions rendered relative to program main-
tenance, improvement, retrenchment, and the undertaking of
new programs, as wdl as the resource allocation dedisions
made or proposed in support of program priorities in addition,
the use of the Resource Requirements Prediction Model
(RRTIM) developed by the National Center for Higher Educe-
lion Management Systems (NCHEMS) was anticipated.

Whereas earlier institutional responses to information
seekers somewhat ;Melded the faculty from the realities of the
new age of academic accountability, the expansiveness of the
new response called for full University participation in the
tasks of program evaluation, The levels of participation, as
shown In Figure 1, began with departmental development of
program outlines, plans and priorities, renewed by collegiate
review and central administrative review before submission to
the boerd of control. The draft of the program evaluation and
planning methodology developed by a Uniyersity committee
encompassed 14 points of activity divided into three tiers of 11c-
tivity:

Department Responsibilities (shown in Figure 2):
A. A Position Audit/Department ProfilcData Rase.

(Where do we stand?)
B. Program/Departmental/Characteristics (What are
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our strengths and weaknesses? What are bur in-
ternal constraintS and resources? What are the ex-
ternal constraints and resources?)

G. Environment Research (What is ahead for our dis-
cipline?)

D. Forecasts and Assumptions (What probably will
happen?)

E. Identification of Challenges (How is the
program/department affected: by forecasts,
assumptions. constraints and resources? What are
our priorities?)

F. Mission Statement (What is our purpose? What is
our philosophy? What is our ethic?)

G. Goals Proposal (What to do? Why? What are the
criteria for goal establishment and evaluation?)

ltiint Departmental/Collegiate Responsil;ilities (shown io
Figure 3).

A. Alternative Strategy Proposals (What approaches
are suitable?):

13, Strategies Evaluated and Compared (How can the
task best he (lone? What other criteria are to be
considered?)

C. Selection of Appropriate Strategies
D. Program Proposals in Packaged Plan (What to do?

Who should do it? When? At what cost?)

III. Central Administration Responsibilities (Shown in Figure
4):

A. Campus Review arid Program Endorsement (What
are the cost and cost-effective indicators? What are
the output forecasts? How would you judge the
quality of instruction, research, creative activity.
scholarly efforts? How central is the activity?
What is the value of the program to society? What
are the prograrn's potential and future expecta-
tions? How do these programs meet our mission
goals?).

B. Program Planning and Scheduling (Which
program, will be endorsed? Who should do it?
HoW? Where? When? Resources allocated?)

C. Program Implementation and Recycling of Evalua-
tion (What are the results of review and evalua-
tion?)

The foregoing represents the outline of the initial in-
stitutional response to the requirement for program evalua-
tion/accountability. tri substance, the (locument emphasized
that approaches to planning are not sirnple mechanical tasks.
Although information systems technology has advanced at a
rapid rate in recent years, the human implementation of these
computerized tools reflects a studied approach relative to
sxstem utility and significance. Experience has shown that it is
much easier to write computer programs such as the NCHEMS
RRPM than relate them to some real university ,and carry them
out, The format reflects, however, that there is a general frame-
work within which evaluation can take place.

Political Considerations
In a university setting programs are, in a very real

sense, the articulation of goals. priorities. and dreams of the
faculty who are assembled to pursue and disseminate a par-ticular.field of knowledge. Thus, in the context of the human
organization, program evaluation represents an oblique ap-
proach to the Perennial problem of performance appraisal. A

Gillis, and Mu 'ton

primary concern becomes the integration of individual needs
anti goals with more comprehensive organizational programs
and objectives. As higher education institutions move to
strengthen their procedures for,institutional evaluation and the
rationality of the decision-making process. it is especially cru-
cial that plans include consideration of the needs and priorities
of sub-units and individual professionals and means for their
invOlvement in-the evaluation process.

Obstacles to effective participation in the evaluation
process fall into two categories: primary and secondary. Pri-
mary obstacles include poor planning. a limited investment in
the development of the evaluation plan, a limited perspective of
institutional needs, and i perennial conflict over both evalua-
tion and institutional goals. Secondary obstacles include failing
to recognize the human value in decision-making (i.e., the
threat of change), a lack of sensitivity to professional needs and
interests, the use of confusing jargon in evaluation, and poor
communication in general.

The effectiveness of higher education institutions is -

ultimately determined by the collective productivity of -in-
dividual faculty and staff working toward meaningful goals.
Thus. individual professionals become the basic element of an
effective program evaluation system. The contextual approach
to institutional program evaluation must, therefore. incorpOrate
human concerns as well as technical systems. Unfortunately.
many program eValuation systems become counter-productive
even before they are operationalized because little considera-
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tion is.given to the projected hurnan response to "invasion" by .

the system.
A system of evaluation, demanded externally but for-

mulated internally, which is designed to collect, organize,
analyze, and report information about space utilization, student
numbers, cost benefit analysis, and resource allocation is
doomed to failure if it does not pay significant attention to the
:nature of professional development, and those relationships,
'incentives, and dynamics of the socio-political (human)
organization which contribute to measurahle outcomes and
broader consequences.

Conclusion
Our major concern, in the name of improved instruc-

tional effectiveness, must be with the establishment of some
common understanding 'of what we wish to do, how we can
proceed. and who must he involved with improved program
evaluation. Even so, the jargon often feeds the conflict between
wnsumers, evaluators, and professionals. The institutional
critic who introduces program evaluation in the context of
-retrenchment" is likely to receive less than enthusiastic-.
response from the potentially -retrenched." The institutional
researcher who accentuates expected values, cost benefit
analysis, and student credit hours generated will probably
create faculty resentment. Those who are to he affected by
program evaluation and planning systems are quick to recog-
nize threats to the status quo or the absence of non-quantifiable
variables. Faculty who are affronted by systems or threatened
by errors of omission are likely to distort input to the system or
divert critical intellectual energy from primary research and
teaching efforts to combating the "system." Consequently,
creative contributions of human resources are disrupted and
the integrity of the evaluation/planning system is distorted.

As governing boards and institutional researchers voice
their concerns for improved program evaluation, the omission
of human and valueAniented variables from existing systems
becomes increasingly apparent to faculty at the program level.
Thus, questions are raised relative to the value of a particular
program element though it may be less -cost effective" than
another. More significantly, when little concern is given to
faculty development and rewards systems in program evalua-
tion plans. faculty are quick to recognize an administrative
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mmmitmont to efficiency orientations over the broadm (:ontext
of program effectiveness.

Progress will he made as a greater commitment is made
to orientation und training of faculty in the technical aspects of
evaluation systems, and designs are expanded to integrate the
intervening human veri ibles with outcome measures already
given wide exposure. It goes without saying that external
public interest groups and institutional researchers must con-
tinually be reminded of the value element of decisions, and be
exposed to the essence and importance of value perspectives
other than their own.

Institutional program evaluation is a process that
necessitates full university participation. Most plans for
program evaluation include a stated commitment to broad par-
ecipation and involvement. Even so, many plans fall far short of
success us behavioral commitment varies from procedural
roles.

The need for broad involvement is well documented.
Those most directly involved in a program are most likely to
know its objectives and operational needs. From the broader
perspective, if an institutional program evaluation system is to
achieve legitimacy it must incorporate the values, needs, and -

perspectives of those ultimately affected by it. Broad participa-
tion is essential for optimal accuracy and validity of program in-
formation as well as general acceptance of feedback-from the
system.

The full impact of these considerations as well as the
implementation of these activities has yet to be realized both as
they relate to internal and external acceptance and utility at
Iowa. Al the present time the University is involved in internal
education processes relative to the use and meaning of the pro-
posed evaluation techniques. A timetable has been established
wherein the processes involved would culminate in an
academic evaluation and planning report to be submitted to.
State -agencies as the guide for institutional resource require-
ments and allocations..The utility of the methodology remains
under study, while external and internal offices and officers
striye to better communicate their respective questions and
answers concerning program evaluation.

Only time will tell whether or not the University has
packaged an effective technique for the ongoing and vital
efforts of program evaluation, It was Socrates who said that the
unexamined life is not worth living; today in higher education it
is also just too dangerous,
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LINKING DATA TO DECISIONS:
OPERATIONALIZING CONCEPTS IN INSTITUTIONAL GOAL DEVELOPMENT

In the early 1960s the technological advances of the
first half of the century were not an integral part of manage-
ment of higher education. Although industrial and economic
organizations had adopted quantitative techniques for plan-
ning and management much earlier, higher education ex-
perienced a -technological lag," The reasons fnr the lag are
not clear but could include; (a) the fact that as a fairly stable
social/educational entity, higher educultion was'not sobject to
the economic accountability which drives busMess and indus-
try; (b) the demand for higher education had exceeded (ce
least during the 50s and 6Os) the supply, which allowed in-
slitutions to be more concerned about who would be admitte(l
than about what Was done or how well; (c) soctal science
research techniques were still in the infant stages.

The technological advances of the 1950s, the shift in
supply and demand because of increasing institutional com-
petition, and the-lessening of resources brought about seine sig-
nificant changes during the sixties. Specifically, the Depart-
ment of Defense's adoption of PPI3Sprogramming, planningand budgeting systemsthe increased sophistication of
reseach design and statistical techniques and thrusts,
especially -in education, toward more complex approaches to
evaluation predisposed higher education for coming trends.
Again, there is no clearcut cause and effect relationship evi-
dent, but directions in the requirements for government fund-
ing, the shortage of new dollars, and the emergence of the era
of accountability occurred in proximity to the quantification
trends.

There is little question Mal during the last eight to len
years higher education has become far more systematic and
quantitative in terms of internal organization ed operation.
The existence of (he WICHE Nationai Center for Higher
Education Management Systems (NCHEMS). institutional
adoption of management by objectives (MBO) -techniques.
foundation emphasis such as Exxon's Resource Allocation
-Management Program (RAMP) are but a few examples whia
support the contention.

During the same period organizational sociologists
began seriously looking at the application of open systems theo-
ry and rational systems approaches to other than industrial-
economic organizations (cf. Katz & Kahn, 1966: Kessel & Mink,
1971). In this trend was a concern for organizational goals.

Historically, higher education's goals were pretty much
what Peters (19591 refers to as "high sounding ways of talking
about doing some things rather than others and doing them in -a
certain manner- (p. 86). Although college catalogues and ac-
creditation studies are filled with such platitudes In this day. in
1964 two sociologists.. Edward Gross and Paul Grambsch,
broke the rhetoric barrier wilh a quantified study of institu-
tional goals in higher education. Their findings published in the
book University Goals & Academie Power (Gross &
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Grambsch, 19(38) started a trend in the empirical study of in-
stitutional goals which is gaining impetus annually. The quan-
tification and analysis of institutional goals and the decisions
linked to analysis are the fix:us of this paper.

Statement of the Problem
The study of institutional goals may serve a number of

hidden agenda such as -beefing up" the institution at ac-
creditation time, trying to make constituents "feel" that they
have some input to the institution, Und so forth, but there are
sound, rational bases for the movement. These evolve from
some basic assumptions about higher education as a formal
organization:

1.. Unlike some government agencies and various
economic organizations in which goals, policies, etc.
are established by fiat more often than not, colleges
are more complex organizations which appear to be
somewhat more democratic, or participative if you
will, in their formulation and augmentation of

2. Higher education serves a wider range of goals than
most economic: organizations or other social institu-
tions.

3. Sound, rational planning and administration re-
quires: (a) knowing where yuu are; (b) deciding
where you want to be; and (c) choosing from among
alternatives the best way to move frum (a) to (b).
There are, of course, other considerations such as
priorities, but these will be discussed later,)

4, Valid, reliable, and useful information is an essen-
tial ingredient' in fulfilling the criieria in (3) above.

Thc first two assumptions are used as justification for the need
lo study goals. the third for designing strittegies in the study of
goals, and the last for the -kinds of analyses done and (he in-
terpretation of results.

The ji;roblem hir this paper is addressed to the last
assumption, the generation of data for decision-making.
Specifically, the question is: Are the techniques used in the
analysis_of goals data adequate operations for the concepts
under study and do they, in fact, yield the kind and quality of
information dc!sired for phmning and progrtimming in higher
education? The question is concerned with the (social) scien-
tific concept cif operational definitions and with related analyti-
cal techniquesnot their place in the study of goals, WI rather
their adequacy in achieVing-the research goal of valid, useful
information for decision-making.

The question should be of concern to institutional
reseamhers because they are often the agency which links data
to decision-making. And, in pursuit of quality efforts, the-focus
on goals should concentrate on the distillation of data from the
environment into valid, useful information.



LimitatiOns
II is not the purpose of this study to look at the concepts

of -process- versus "product- goals .or of ''official- versus
"operant- goals (Peterson, 1970). Admittmlly. these are impor-
tant areas of study and ones which the work in the field to date
have failed to encounter to the satisfaction of many who are
concerned with the study of organizations. These concerns are.
for the lime, left to further research ionl other researchers.

Review of (he Literature
The review is concerned with the identification of con-

cepts addressed in the slimy of institutional goals and the tech-
niques used to operationalizo the concepts. Several studies
were reviewed in order to gain a wide perspective on the
work to dale: however. the reader should not consider the
review exhaustive. Essentially three types of literature were
investigated: studies of and literature on goals in higher educa-
tion. goals studies in !a:hoots. nd research on the delphi tech-
nique.

The review of several goals studies revealed a number
of operational concepts employed to greater or. lesser eXtents.
These are: priorities, divergence/disempancy, congruence, con-
sensus, aral resource allocation.

Priorities. The basic approach to the empirical study of
goals is to MVas1111! perciiptions on the basis. of the psychologi-
cal dimension of importance. The conc7I of priorities means
that some goals are more important than others. Priorities, in a
decision-making sense, indicate that some goals are or ought to
he given more attention than others (high priority) or less atten-
tion than others (low priority) with the possibility of categories
between the two extremes.

There are three means of operationalizing priorities, all
of which at some point result in rank-oolering the goals. The
difference, il seems, stems bum either the initial design of the
study or from the type of measurement utilized. The first, used
hy Lipsitz and Rodgers (1972), lakes the form of having respon-
dents rate goals, then using the modal rating to create an overall
rank order. A similar procedure. using a Likert-type response
scale, takes the modal response as a percentage of the total
responses to create priorities (Cypher! & Gant, 1970), The high-
e4t priority goal is one with the highest percentage of respon-
dents for the higNist modal value,

The second approach. based on ordinal assumptions.
would use initial rank order data. respondents would rank
N goals in terms of importance, to create a group rank order
using, for example, the median rank for each goal as the
delimiter. No studies using this approach were encountered
due probably to the fact that recent goals studies contain more
items than 'a respondent can reasonably rank.

The third and most common approach is to use a Likert-
type response scale with assigned numerical values_ These
values, based On interval measurement assumptions are dapt
from which means (X's) are calculated. The means then are
used to rank order goals on the basis of magnitude (Gross &
Grambsch, 1988; Peterson, 1971: Tilden./1973).'

It is clear that at least three approaches to creating an
operational definition of priorities aro ,possihle and that the
choice of technique is a function of /typo of measurement
employed. The common ground for all methods is rank order-
ing as the method of operationalizing the concept.of relative im-
portance (priority).Pne other approach which does not involve
rank ordering per se, was encountered. Gross and Grambsch
trichotomized goals into high, medium and low priority Delhi!
basis of cutoffs at ± I standard deviation from the mean. This
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approach provides more workable sets (categories) of goals fin
the purpose of analysis and discussion, that is, it reduces the
data to manageable categories.

Divergence/Discrepancy. The second concept fre-
quently encountered is that of divergency or discrepancy. This
kind of information is created to provide an indication of the
difference in importance between the perception of a goal al
one point in time (e.g. -is" or at present) and a respondent's
values for goals in the future (e.g. -should he- or -ought to
be"). The discrepancy is viewed as the -distance" lir -gap-
that needs to lie reduced in iirder to create a stable, produetive
organization.=

There are two conunon approaches to calculating a
divergency or discrepancy value. One, if only ordinal data are
available or if the l'anking from interval data are used, is to
calculate the difference in rank order. The second, based on
means, is to subtract the "is" or present goal value from the
-should be" or preferred goal value.

If the only type of data for priorities are ranks. then the
difference in rank order position is the only type of analysis
that can be clone. If, however, means are calculated, il seems
better to use the numerical difference to operationa kme the con-
cept simply because the magnitude of the -difference will be
clearer. It should he pointed out that in it large majority of cases
with interval data coming out of. for example, the IGI, there
will be positive ( ) discrepancy values because !he "shouhl
be-t mean is larger (more importance attached) than the "is"
mean. In scanning a number of profiles in different IGI studies,
it seems that there is almost what one might call a "standard
discrepancy value" for goals. Figure 1 is a goals profile from
Peterson (1971) in which the standard ,discrepancy has been
shaded. There is no attempt or intent to make the notion a pre-
cise one, Rather, the point is to note that all goals (with an occa-
sional exception) will yield a positive discrepan4. 'I'he con-
cern, therefore, is not the existence of a discrepancy per se, but
whether a given goal discrepancy appears to exceed or he less
than the modal gap.

Congruence, Although the concept of congruence has
been used interchangeably on occasion with the notion of dis-
crepancy (described in the previous section), it seems equally if
not more appropriate as it term which CHB describe the relation-
ship between two patterns of goals (priorities). The question,
"Do presenL institutional priorities diffilr from preferred
priorities?", is one of wliat can he called congruence.

Of the studies reviewed, only one addressed the con-
cept statistically. In a recent study (University of Houston,
1974) priorities for different groups on the IGI were compared
by using Spearman's correlation coefficient (rs). The same
technique was used earlier in a study by Harshman (1972).
The Spearman coefficient is a measure of relationship between
two ranked sets of data. Gross and Grambsch (1968) make
reference to congruence between patterns Of goals bui in terms
of sub sets of the 47 goals. Gross (1968), for example, makes
the statement, -In the case of seven goals, there is,congruence
between the actual position and the position that persons feel
they ought to be in" (p. 531). The data for comparison were the
respective rank order positions (or rather the fact that the same
goal was ranked within the subgroup under both conditions).
To wit:

Four goals are perceived to be-important and our
respondents feel they ought to be important.
The following three are at the bottom and our res-
pondents feel that is where they belong. (Gross,
1963, p. 531)
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GOAL DEVELOPMENT

Figure 1

INSTITUTION A: PROFILES OF "IS" AND "SHOULD BE" MEAN RESPONSES THIRD QUESTIONNAIRE;
ALL CONSTITUENT GROUPS COMBINED (FROM UHL, 1971)
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The Spearman technique is stronger than Gross and
Grambsch's approach from the standpoint of overall corn-
parisonS. but the more informal approach of Gross and
Gramhsch is both workable and logical. If, however, the notion
of congruence is taken to mean a comparison of the overall
priorities (or even a sabset of reasonable size). then it requires
a significant "leap of faith" (or an operational definition) to in-
fer congruence from only a description of ordinal data.

Consensus. The concept of consensus became popular
in goals research as a spinoff of the work in the delphi tech-
nique at Rand Corporation (cf. Dalkey, 1960). The concept of
consensus is concerned with the extent of agreement among
respondents about importance but independent of the level of
importance. That is. there eould be more agreement about a
low priority goal than about a high priority goal or vice versa.
Priority per se has no effect except, of course, as a function of
the possible range or distribution of responses in a positively or
negatively skewed distribution.

Consensus is defined by Cyphert and Gant (1970) as
the modal response to a goal (i.e., agreeing with the majority).
Another approach, based on the definition that consensus is
measured by variability, uses the interquartile range (IQR) as
an index (when the median is the measure of central tenden-
cy). In one study the interquartile range is the measure of con-
sensus and the reduction of this range in -subsequent ad;
ministrations of the goals instrument is called convergence (Al-
abama Institute of Higher Education Research & Services,
1972).
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The common definition of consensus where the mean
is the measure of central tendency is the standard deviation.
This is the case in Gross and Gramhsch (1968). Uhl (1971), and
Harshman (1974).

The use of measures such as the IQR and standard
deviation are reasonable definitions of consensus or agreement
since variability of responses is the only indeX available for
such an interpretation,

ResoOrce Allocation. Only one author in the literature
and studies reviewed made any statement about the creation of
values for decisions about resource allocation, Peterson (1971)
says:

In deliberating, for example, how resources are to
be allocated, one could argue that both What peo-
ple want the college to accomplish (the Should be
ratings) and how far the college has to go to get
there (the Should Bc- Is discrepancy) are impor-
tant. (p. 11. italics his)

Basically, Peterson is arguing that resource allocation is a pro-
cess designed to. accentuate priorities hut as a function of the
disgrepancy between where a goal is and where it ought to be.

Peterson calls the operational definition of this concept
the "Should be plus Discrepancy'. analysis. A value is created
hy summing a goal's preferred mean and the discrepancy score
for that goal, thereby combining the values for priority and dis-
crepancy. In his study Peterson only proposed the uSe of such a
statistic and displayed a set of sample residts based on data.he



used for discussion. No applicatiOns of this technique were
found in ay; goals. Oldies reviewed.

Conclusions from the Literature. It is evident that
analyses in the studies reviewed tend toward simplified ap-
proaches. Modes or medians and interquartile ranges or means
and standard deviations are calculated as the first step in
analysis. These are usually converted to ranks. The use of the
interquaaile range or standard deviation as a measure of con-
sensus is probably the best approach; however, it is not possi-
ble given only a mean and a standard deviation to tell how res-
pondents are distributed. This may in some cases detract from
the information available to decision-makers.

The only attempt to assess the difference between pre-
sent and preferred goals rating is a discrepancy score.

Another concept encountered occassionally is goal con-
gruence. Congruence is the relationship between present and
preferred priorities. Although the concept has not been widely
used, it should be useful as an indicator of the overall status of
goals in the organization.

The use of statistics in education has created a strugglQ
between analyses which are so complex that consumers or
users arc not able to understand what the data mean and over-
simplified analyses which do not provide as complete and ac-
curate a picture of the environment as might be possible and
desirable. The remainder of this study is devoted to the pre-
sentation of analytic techniques which can be adopted in the
analysis of institutional goals.

Operational Techniques in Institutional Goal Development
This section is devoted to a discussion of analytic tech-

niques which help achieve the goal of a accurate picture of per-
ceptions of institutional goals. The five concepts discussed are
priorities, need, congruence, consensus, and resource alloca-
tion.

Priorities. Whether one is looking at present or prefer-
red goals. there is a need to analyze the hierarchy of goals. i.e.,
priorities:The simple rank-ordering of goals on the basis of me-
dian points or mean scores does not provide as complete a pic-
ture as is possible, The major reason is that the distances be-
tween goals appear to be equal which they are not. Second.
ever, if different medianS or means exist, they may or may not
be statistically different.

If the data are assumed to be interval, then a more ac-
curate technique includes a one-way analysis of variance and,
if differences are identified (i.e., a significant F-ratio), a multi-
ple range test can be applied to the goal means. The technique
was applied to goals data in a study by Harshman (1972). In all
cases a significant F-ratio was found..allowing the application .
ni multiple range test to the means. (It is expected that nearly

goals data will yield significant F's and that a case in which
a multiple range test could not he used would be extremelY
rare.) Of the three most popular multiple range tests available
(Duncan's, Scheffes-and .Tukey's), the Tukey test is the best.
With Scheffe's test too Many Type.I errors are committed and
with Duncan's too many Type II errors. The Tukey test falls be-
tween the extremes.

A multiple range analysis tests for statistically
homogeneous subsets of means within a group as a function of
various sizes. In the author's study a multiple range test was
applied to a set of goals and grquped categories of means cre-
ated on the basis of the resulting homogenous subsets (see
Figure 2).

Since Coal 1 is included in only "Subset-A." it is safe to

Carl L. Hershman

Figure 2
PREFERRED GOALS HIERARCHY DEVELOPED

FROM THE TUCKEY b TEST

Rank Goal
Homogeneous

Mean Subsets

1, Individual/Personal Development (0 4.34 A
2. Community (P) 4.32 AB
1 Intellectual Orientation (0) 4.15 ABC
4. Democratic Governance (P) 4.06 BCD
5. Intellectual/Aesthetic Environment (P) 3.95 CDE
6. Student Development-Output (0) 3.92 CDE
7. Innovation (P) 3.87 CDEF
8. Freedom (P) 3.81 DEE
9. Student Development-Procos (P) 3.79 DEF

10. Humanism/Altruism (0) . 3.78 DEFG
11. Vocational Preparation (0) 3.77 DEFC
12. Academic Development (0) 176 DEFG
13. Meeting Local Needs (0) 3.72 EEG
14. Accountability/Efficiency (P) 3.71 EFG
15. Social Egalitarianism (0) 3.60 FGH
16. Public Service (0) 3.49 GH
17. Social Criticism/Activism (0) 3.39
18. Cultural/Aesthetic Awareness (0) 3.32
19. Off-Campus. Learnins (P)' 3.01
20. Research (0) 2.77 lJ

21. Advanced Training (0) 2.54
22. Traditional Religiousness (0) 2.04

'The means of goals in brackets are not significantly different.

bTable is from Harshman (1972)

assume that it is more important than the other goals. Goals 5
and Li. however, are included ia three common subsets (C,D,E).
This means that they are somewhat less important than Goals
1-4, more important than the rest of the goals, but not signifi-
cantly different from each other.

A preliminary report of an institutional goals study at
the University of Houston (1974) notes that a one-way analysis
of variance was used and. if differences were apparent, the
Tukey or Scheffe Test was applied to test for differences.

The use of a multiple range technique provides the con-
surner with an accurate picture of the relative importance (to
each other) of various goals. For the purpose of interpretation of
data, it may be desirable to place the goals in more general
categories of importance (e.g., high importance, medium impor-
tance, etc.). Even when this is dope the existence of informa-
tion on common subsets provides the necessary clarity to
differentiate among individual or groups of goals.

Consensus. As described earlier, consensus is a con-
cern because of the need to knew the extent of agreement
among constituents. The interquartile range is the reasonable
measure of consensus when the median is used as the index of
central tendency; the standard deviation appears to be the best
available technique for indicating consensus when the mean is
used. Previous -studies talk of consensus as a measure of
variability, not as a state of agreement. The difference is akin to
the analogy of relative humidity, which is the proportion of
moisture in the atmosphere in relation to what is possible,
When the relative humidity is 100% , however, it is raining far
more often than not (except in St. Louis. of course). That is, if
the relative humidity is 100% , we can with some assurance say
that it is raining_ There have been few efforts aldeing the same
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for goal consensus. The question, for the purpasie of d n
making. is whal amount of variability will we accept as evi-
dence that agreement exists among respondents?

In an attempt to create a notion of consensus, one option
is to establish a criterion. Gross and Grambsch (1968), for ex-
ample, discuss a value of a- .90 as the cutoff. An alternative
approach for the purpose of decision-making might he to create
what is analogous to the twodailed lest rejection regions in a
normal distribution. In this manner lower limit (e.g. a- < 75)
becomes the point below which consensus exists; an upper
limit (e.g. >'1.0(t) is the point above which there is not con-
sensus. The area between .76 and .99 becomes the question-
able region.

If a consensus/uncertainIno consensus approach using
criterion cutoffs was chosen, the eutoff yalues might be
selected from available goals data. In the University of Houston
study, for example, the analysis of Is goals (IGI) for the total
sample yielded the following:

Range o N Goals in Range
.70 .79 2
,80 .89 14

4
1.00 1.09 0

Al the same time, the Should Be goals yielded the following:
Range of 17 N Goals in Range

.70 .79 0
.80 ,119 4
.90 .99 8

1.00 1.09 2
1.10 6

In the case of the Should Hu deviations, none is less
than .80. Over half of the goals have a a- of less than 1,00,
however. For the Is goals all have fr'S of less than UM, with
80% being less than .110. Depending on the assumptions
employed and the judgements brought to bear, a set of limits
such as the following might IsLialopted: ,89 a- consensus,
:90 - 1,09 ?; 1,10 = No consensus. At the same time.
other data might reveal that these limits are too liberal.

,A second factor in consensus is the shape of the dis-
tribution. It is expected that data for a goal will be normally dis-
tributed in most cases. II is possible, however, le create a bi-
modal distribution in which the mean and standard deviation
are the same its those in a normal distribution. This kind of dis.
tribution has different implications than one which is normally
distributed because the data indicate that ,perceptioes arc
polarized. For example, a goal for Poldic Service unihl have a
mean of 3,t1 and a standard deviation of 0.8 and a gent for
Research the same. When the distributions are disPlaYed
though. it is discovensl that !WNW: Service goal data are
normally distrihuted while the Resttorch data are bimodal.
Presumably, a decision consistent with the importance of the
former goal will lutis:cepted by most respondents. Assume, for
example, that further analysis of the-Research seal data remit
tthat faculty are polarized around disciphmes with the natural

'and social science faculty placing high importance on research
while humanities and business faculty fuel it is of low impor-
tance, In this case, a commitment of resources to subsequent
research activities will probably gain the approval of one group
of faculty ilnd elicit the opposite reaction from the other. The
point is that the agency (e,g,. institutional research) responsible
fur dala analysis can provide additional valuable information
by analyzing the distrihnbons of goals responses.

Discrepancy as Need. No alternatives are suggested for
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the use of the discrepancy nor is an alternative form of calcula-
tion- proposed. The only proposition presented for considera-
tion is the use of discrepancy scores iLs definition of
The Battelle Memorial Institute (1972). in its Survey of Educa-
tional Needs, describes the concept under investigation as the
difference between -what exists mid what should exist.- The
use of the term need, as measured by the d iscrepancy score, is
consistent with the pattern alconcepts and operations proposed
elsewhere (e.g, consensus (concept( is defined by the standard
deviation opera tion),

Congruence. The question of congruence between the
present and preferred priorities is less easily resolved. Entire
sets of goals could hit compared in one of two ways. If rank-or-
dering is done, a Spearman correlation (rs) analysis will pro-
vide an indication of the relationship between that- two sets of
goals, Le., (a) high positive cerrelation represents goal -con-
gruence and (h) no or a negative correlation indicates a
difference in priorities (Horsham, 1972; Uhl, 1971; University
of Houston, 1974). Ono major problem with this approach is
that it few goals ciao be at radically different rank positions
without affecting the correlation. ThiS is cons.; stied to be it ma-
jor limitation.

If yett have interval data and slat:.'s ii twasway
analysis of variance (goals vs. isishouhl be) ean tie used to lest
for differences. The problem is that significant differences with
a low probability of on:meneu by chance p < (1 I) will
nearly always he fourul (for main effects and the interaction of
the two). Tlw main effect for differences among goals is com-
mon and is the reason the nullinlit range leehnique is useful
(cf. section am Priorities). The difference between "is- anal
-should be- is also common. Fair example, in an earlier study
(Harshman, 1972). both an ANOVA test anal individual I-tests
between the means of 20 goals (IGI) resulted in significant
differences in almost all eases (p < ;001). Further, neither the
ANOVA nor the Nests provided useful informatien because
the value was significant eva.n when rank-order did not
change,

If -shoniti ls!- means are higher, as it is safe to assume
they will be nine out ef len limes in this type of instrument.
;hen neither 1-lests nor multivariate analysis will provide the
user with ialalitional information about overall goal congruence.
Figure I. taken frem Norman Uhl's delphi, shows the -upward
shift" in means Which repeatedly creates statistical differences,

It seems that the only option, if the analysis capitalizes
on interval assumptions. is to convert a respondent's goal
means to standard scores on the basis of the grand mean for the
data within one type of goal (is or should he). Then the stan-
dard scores for each individual Gan be treated as raw data anal
the analysis (e.g., Nests) performed. That cenversion of raw
alata has the effect of "equalizing" the twat sels of aloha. i.e..
subtracting out that tendency !award higher responses in
-should be- scales. The individual goals within .a given profile.
hewever. maintain that same.relative position as when that raw
data are used. Even with this technique.. the ANOVA will
likely yield significant variantst for both the main =offitcts and
interaction making that I-lest between individual goal means the
mere reasonable Manske.

Resource fieullocotion. The operational definition of
needs as the discrepancy beim sm twai responses to the same
goal statement is not challenged bens It is a valuable concept if
the aim is to ditseribe the present environment. On the other
hand it falls short of being sufficient data, in and of itself, for
that future planning and resource allocation (Lat,, if an institu-
tion decido I that the most resources ought to be applied to goals
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Figure 3

ORI_ TION OF GOALS BASED ON THE INTERACTION BETWEEN PRIORITY AND NEED
Need

Priority V- 3.75

Low

i-figh
D= 1.00

Low

(1) Individual/Personal Development (1 )
(2) Community (2)
(3) Intellectual Orientation (3)
(4) Democratic Governance (6)

(5) Intellectual/Aesthetic Environment (7)
(7) Freedom (5)
(9) Vocational Preparation (11)

(10) Academic Development (18)
(6) Innovation (5)
(8) Humanism/Altrukm (4)

_
(11) Mmting Local Needs (13)
(12) Accountability/Efficiency (14)
(13) Social Egalitarianism (9)
(14) Public Service (10)
(15) Social Criticism/Activism
(16) Cultural/Aesthetic Awareness (16)
(17) Oft-Campus Learning (12)
(18) Research (17)
(19) Advanced Training (19)

i (20) Traditional Religiousness (20)

e the goal indicate the priority rank order
er the goal indicate the need rank order

The igure was created from results in a study by Harshm (1972)

with the greatest need/. The probh:m with need s the only
piece cif information comes aboul because of ihe argumen1 thaI
program decisions and resource allocation ought lo be film:
lion of hoth impuitunce (aid neml. This nwans that goal with
a large need index bin, al the same time, which is only of

,oudium imporiance may noi deserve the attenlion and
resources !hal a high priority goal with a lower need index
might.

A potentially important kind of information is lhat
which would help administrators make decisions almut future
areas of emphasis and resource allocation, Then! are some
alternatives for creating Ihis type of information besideS the ad-
dition approach suggested hy Peterson (cf. Resource AI Inca-
lion). The first is a matrix created by breaking down rows and
column s. inlo categorios ii importance (priority) and need (dis-
crepancy scores), Figure 3 is such a matrix. Dere. the goals
were divided into high, medium aml low priority (rows) on the
basis of an arbitrary dividing point for means (3.75). Column
headings for needs were established by categorizing need in-
dexes' on the basis of a lirmiking point of D = 1.00.

Theta! approachwi saiify-the need in one Wkty bul fall
short of the full potential of information. In order to provide the
user wilh addilional information a Resource Re-Allocalion In-
dex (RRI)-is proposed The RRI is calculated by combining the
previously computed values for priority (Should Be mean) and
used (discrepancy score) through multiplication. The formula
is: ,

RRI XsB (XsB Xis)
The index is computed through multiplication because addition
has the effect of placingfer more emphasis on importance lhan
on need, 8y multiplying the two values, this imbalance is
reduced.

In order to deilcribe the differences between PeteriNn's
approach (addition and Ihe RRI, a graph was crealed from data

in a study. Figure 4 is from Tilden (1973). The solid line repre-
sents Ihe -Should lie Plus Discrepancy"' griph for 13 output
goals using Pelerson's dala, The goals were arranged in order
.of increasing magnitutk for Ihe calunlated value. The dashed
line is lhe RR1 fur each goal for the same data. (The dolled line
is lite Should Be means profile,)

Two conclusions are evident from 'his graph: (a) [he
addition approach yields a flatter (accelerating more slowly)
curve than the RR1; and (1)) the RRI profile does not yield a
larger value for each sehsequent goal.

Ths . implications of these findings are (a) that the RRI
will spread the'data more than the other technique making il
easier lo discriminate among the goals: (I)) that the magnitude
of values shifts with the RRI: and ((:) lhal the addilion approach
more closely parallels the priority line lhan Ihe RR1.The latter
phenomenon is accentuated in the Tilden profile where one
discrepancy score is negative (-O8) and another very small
(.01).

Theoretically, there is no appareni malhematical
prohlem with using either approach.", Perhaps it recommenda-
ion for one or the other can be made on the basis of argument.

First, the similar shape and acceleration of the addition profile
(compared It) priorilies) set:m Iii add lillle information. If one
allocated resources on the basis of priorities alma% for example,
the oulcome would MA differ considerably from using the
Peterson resource allocation slalistic. That, however, is nol the
case with the KM. Althmigh the general shape of the curve is
Ihe same, some goals fluctuate radically.

Maybe the problem stems from the difference behnveml
resource allocation and resource reollocation. If one were
opening a new institution, then priorilies would 'he sufficient
information from which lo make allowlion decisions (in fact, no
data on (hiscrepancy would exist:bet:dust: there is tlit -pre-
sen1-). On the other hand for insinulions which are ()penning
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and allocating resources, the question is whether resour(;es
ought to he reallociamlthat is. shifted frmn one goal to
another. It is not clear whether the data anply differently to
amount of resourceitand diwction ofshill 1 i.e., putting more in
versus taking SOIne away from), but reason tends toward the
hater.

Al the same tiiiit it is Solitid 10 reason dna resources
can (and sonwtimes should) be shifted on gmund other than
priorities alone. The Resource Reallocation Index provides in-
formation for such decisions by increasing the power of the
need index.

Conclusions and Implications
This paper began with the discussion of the increased

emphasis on the study of institutional goals, i!specially the em-
pirical thrust. Institutional goals have been ow:rationalized
through the devehipment of gmls instruments such as the In.

Gwils In ventory.(ETS), sections of the Instill' iionol
Self-Study Service (ACT): and other locally developed instru-ments. ln the prouess of doing studies of who's, a language
which inchales terms such as -priorities," -needs.- -coma:n-

sus.- elc. has emerged. The practice has been to operationake
these concepts through analysis of goals data.

The problem, it seemed. was Ilimefokl: (a) at the outsetsum webers mule different assumptions about the type of
misisurement involved (e.g,, or(Iinal vs, interval); (b) the same
concept is operationalized in different ways: and (c) thc ten-
dency has been to use descriptive approaches to support in-ferential decision-making processes. "lhe paper viewed several
techniques used in various goals studies. A later section lookol
at each concept (e.g., primities) and supported techniques
used, expanded on them to increase their utility, and recom-
mended alternative operations,

'Creating the recommended operations as truththeorems would be an error of -immense proportion. Al bestthey are reasonable guesses. If there is immediate value in the
analysis and recommendatiims, it is to present institutional
researchers and decision-makers with an analytic: framework
for the study of institutional goals anti with definitions for link-ing data to decision-making processes. It is hoped that the dis-
cussion and research which follow will both challenge the
assumptions and narrow the pattern ofour "shotgun- approach
to language and research on institutional goals.

Figure 4

A CO PARISON OF GRAPHS FOR PRIOIMIES ("SHOULD B ' MEANS), A RESOURCE ALLOCATION INDEX,AND THE RESOURCE REALLOCATION INDEX.
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RESOURCE ALLOCATION INDEX
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111) the Institutionol Goals InventorY (versus, Ic example, (1ross awl Gtainbsch) two kinds of priorities ore possible. is based on individual
vat statement VOlms. I he other is who( Peterson (1(272) CA lk a gra area mean (GAM, an eXatripie h lug "Acadernit Developn Each of 20 gi a I oreaS
i$ computed from tow items. In this case, each respondent's item values ore sufnmed anti a Mean calculated. the GAX, then, is a mean of means tor all re-

ndent s.

:Fhp assumpt inn about low discrepancy is o encountered but little discussed. there are some organt za nimal the() ( Robwt I. Silver-
man) who sermusly entertain the notionthot some degree of discropancy nmissary tor vitality, Le:, to kwip the organization moving towarrl something.
For here, it is sufficient to say that researchers ought to take some cam in putting values (gooftbad) on discrepancy data when interpreting results,
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OPERATh PG STRATEGIES FOR DELPHI EXERCISES

It would he tempting to claim that Delphi exercises.
like Caesar's account or thelWar in Caul, can he divided into
three parts: conception. execution, and analysh'i. Such an ac-
count may be saficient for description of the "grand plan,- but
is woefully insufficient for; the detailed operations associated
with a Delphi undertaking Of even the smallest size. As size of
a Delphi panel increases: so do the complexities. But even a
Delphi of a dozen respondents poses certain irreducible re-
quirements of the analyst who proposes to conduct the exer-
cise.

Seven Operational Requirements
These requirements are at least seven in number. They

are:
1. Conception and development of the question or

problem to which the Delphi exercise is to be ad-
dressed

2. Round Zero Ele
a. panel size
b. panel composition
c. creation and dispatch of request to participate

with response material
d. decision on nature of Round One inquiry includ-

ing pretest
t. creation of overall time frame expectations

(PERT, et oL)
3. Roil-rid One Elements

a. creation and dispatch of Round One instrument
with instructions, return provision, and deadline

b, detailed recording of response curve rate, as-
sembling of machine capabilities, limyup of
Round One editing personnel, and supplies

4, Editing Initial Responses
a, process requires editors. delphi analyst, and

typist
b, preconceived notions of length or degree of detail

in Round Two instrument to be avoided
t4 there are no short cuts t(,) completion of the task.

One or more solid eight hour days are required
until the job is done.

d. creation of the .Round Two instrument as to for-
mat and its pretesting is recommended before
final printing and dispatch to the Delphi panel.

5. Second and Later Rounds
a. the function of each later round is to provide an

opportunity for panel rating of the instrument
their Round One responses, as edited .and
returned to them, brought into being. Typically
such rating involves questions of timing and
'questions of values.

nnbert /odd, Troy State University

b. each round will typically require specific in-
structions for its executiOn by the Delphi panel
and each round should provide specific feedback
of the respondent's previous answer in the con-
text of the panel answei%

c. it may be felt useful to invite comments from
panel members who hold divergent opinions:
however, these may be defined by the Delphi
analyst. Where such views are -invited it is in.
cumbent on the Delphi analyst to reproduce
these comments in some form of a Minority
Report as his miiiimum response.-

6. Summary' Round Report =

a. at some point, to be determined by the Delphi
analyst, there will be no further response sought
from the panel and the summary of the previous
round will close the Delphi exercise.

h there may be additional data that can and should
be furnished the panel participants at this lime,
but under nu circumstances,should this Summa-
ry Round Report be delayed to permit full
analysis

7 Analysis and Final Report
a. the extent of analytic possibilities will be

governed by the nature of the problem ad-
dressed.-the size-of the panel and the number of
iterations undertaken.

' h. at the v ,ry least some account muSt be taken (rf
thurdegn e of initial agreement or consensus and
the direction and velocity of its movement subse-

.

quent to mnd Two.
. c. it would be helpful to better Delphi practice in

future inquirica if every Delphi analyst would
mike some appropriate effort at publication of
the outcomes of a Dolphi exercise. It is obvious
that there are many Delphi efforts that have very
sensitive subjects as the object of the inquiry.
Nevertheless, good practice can only. arise from

. objective sharing of the non-sensitive essentials
of any Delphi ekercise.

d. obviously the nature of the final report will vary
with the audience addressed. A one-page recom-
mendation to a senior administrator may suffice
or the findings may encompass 200 or more
printed pages addressed to a national audience
as in the Case of a recent study (Huckfeldt. 1972).

Time Factors in Delphi Operations
One of the few published sources on Delphi operations

(Delbeca, et al. 1975) divides the process into ten activities and



suggests the time needed for each activity. Adapting that out-
line to the seven :stepsrproposed bove yields the following:

APPLIED TIME FACTORS
Conception and development
Round Zero Elements
Round One Elements
Editing Initial Responses
Second and Later Rounds
Summary Round Report
Analysis and Final Report
Total Minimum Time

1/2 day
21/2 days

dayt
1/2day

24 days
2 days
5 days

441/2 days

Experience of the writer wilh a number of Delphi exercises
suggests that the conception and development stage will re-
quire a great deal more lime than this gukleline suggests.
Moreover. editing 'of iniiial responses just cannot be ac-
complished in a half day and involve the kind of process that
takts asinput the exact words of the Delphi panel respondimis
and seeks to codify them into a reasonable list of factors for
Round Two response. In this connection it may be instructive to
examine the time schedule of the largost and most complex
Delphi- exercise known to the writer at this time. This is the
work of National Center for- Higher Education Management
Systems at the Western Interstate Commission on Higher
Education (NCHEMS at WICHE) referred to earlier. Their
maSler time schedule callad for beginning Round Zero activity
on December 8, 197 t, and ending it on December 23 for a total
of 12 working days, Round One was allocated nine working
days. The editing process consumed six days. Round Two
began on January 17 and ran for 16 working days. Round Three
was planned to take 15 working days, as were Rounds Four
and Five. The Summary Round Report was programmed to
take len working days. This represented a grand total of 96
working days, a few of which it can be admitted, were Satur-
days and Sundays. Now this time frame should be under-
skxxl in the lighl of the extensive automation which NCHEMS
brought to bear on the project. As has been reported at an
earlier Association for Institutional Research session (ledd,:
1972), the tabulation was handled by a computer program. The
computer oulpul was formatted: then miciofilmed and finally
printed as the necessary outgoing Round lastrument. The time
schedule recited above gives no account to the conception and
development stage. /he earliest record available to the wriler
makes it evident that conceptualization was well along in the
first week of November, at full month I n!fi we commencing
Round Zero acti`vity, One of the compOnents of any lime
schedide has to lie transit time for the outgoing instrument and
then transit time back to the Delphi analyst. Where re-
spondents are parl of lire same campus, one day oul and one
day hack plus the estimated time for panel member resixinse
will be a:viable estimate, Where mt national structure of panel
membership Is involved, Oven with airmail utilization as in the
NCHEMS Lkilphi exercise, dm outgoing and Incoming mail
times were allocated five calendar days. This was not 'always
enough judging by postmark comparisons with dates of receila
of the incoming mall.

Factors In Delphl Exerciso Analysis
Implicit in any analytic effort is the data hose involved

In Ihe specific Delphi exercise underlakon, The NCI IEMS
IJimlimhil hml n data base of these dimensions:
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NCHEMSDELPHI DATA BA

panel members
change statements
questions
groups in two questions
categories of relationship

to postsecondary education.

Robert Judd

Dr. Robert Wallhaus, the Director of Research and Develop-
ment for NCHEMS. reported at the May,1972 AIR Forum in a
set of slides giving preliminary findings (which unfortunately
did not become part of the Proceedings of the Forum session)
on the NCHEMS Delphi exerciSe. In jusl 7.slides of highlights
on which the writer has a record, there were 186 relationships
in data analysis reperted.

In the face of the potential complexity of the analytic
process, perhaps some guidelines would be useful: First. the
results of any Delphi Should be analyzed in terms of the
answers to the problem or question that generated the project.
Second in importance would be analysis of group charity:
alristics found in respondents with pariicular responses. This
is imporiant lo conclusions about behavioral change or lack of
same. It is also very important to understanding nide Of the
Delphi process, Third in analytic importance would be a lie be-'
twerin (a) analyzing individual panel member responses over a
series of rounds or (b) analyzing panel member parficipa lion or
lack thereof over the several rounds. Whichever is chosen us
third in importance is of lesser importance than the fact of
carrying through all four phases of the analytic effort proposed.

. In a very smAll Delphi (reportpd in a forthcoming aril-
cle by the author)-the urgency of diminvering the relatively few
kvy reasons students and faculty favored a'cliange in .1he time

.schedule of a private college was -paramount. Secondarily, it
was very persuasiVe to the Administrative C'ouneil to discover
dial certain constituencies were preponderantly favorable to'
the propositions'that emerged as the "consensus,- and these
constituencies had exhibited this favorable view from Round
Two onward. Only as Round Three closed did two less impor-
tant components Of riampus life begin lo express a similar
favorable view of the proposed change and reasons therefore,
In this instanew there was no attempt to distinguish between (a)
the group characteristics of respondents with particular.

responses and,, (19 analyzing individual panel member
responses over several rounds. Willi a small panel (of only 45)
the two olherwise discrete analytic stages became one.

There is an unresolved issue in every voluntary Delphi
on record. This is the issue of non.participatiortin one or more
muds. Current practice favors continuing the.opporumity to
each original panel.member to participle in each new round
whether there was participation in the previouS MUM' or even
in any previous round. In the original tiseof Delphi as proposed
by the Rand Corporation there was the assumption that all
panel members would he (a) experts. (b) paid an honorarium
for their efforts, am! (c) expected to give immedhite and faithittl
attention to each round as il came lo their desks, The man who
pays the piper does truly call the nine. But what of the Delphi
analysi who does not pay any panel member? There is next to
no likeliluxsl he can call the lune. Thus analysis of participa-
tion, even its the fourth ranked analytic priority, is a genuinely
mandatory aiudysis to undertake,

Whim( of the Future?
When the workshop of which this m,iim is ii pfirl was

in a planning stage. 1114!re was speculation about Bib wisdnin of
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DELPHI EXERaISES

providing a Delphi exercise to workshop participants on the
-future, use of Delphi irt higher education." This might have
been a propaedeutic learning experience for all participants.
Yet it seemed better- to leave that question to be answered by

the action realities of the corning year. The extent of interest in
Delphi suggests that it is more than a fad. Consensus about
Delphi in higher educaticin will be the product ofslhe extrit to
which it is used.

Delbecq, A. I. et at, Group techniques for program planning Glenview, 111 Scott, Foresman & Co., 1q75.

Hueldeldt. V. E. A forecasrot changes in postsecondary education. Boulder, Colo., NCHEMS at W1CHE, 1972.

ludd, R. C. Delphi decision methods in higher education administration. In C. I. Stewart (Ed.), keformaz,on and reallocation in higher education.12th Annual Forum of the Association for Institutional Research, 1972, Claremont, CA, 1974
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A FOLLOW-UP OF A DELPHI STUDY

As indicated in an at:ticle. by Judd in College and
University Business (1972), the Delphi technique is beiag used
by more and mom institutions of higher edueation as a tool lo
obtain consensus. A few of the areas in which it has been
employed to encourage consensus are identifying college.
universitywide, and statewide educational goals and objec-
tives; curriculum and campus planning: studies of cost effec-
tiveness and cost-benefit analysis; rikling, scales and other
evaltiation proCedures; educational goals and objectives for the
future; and studies of resource allocation.

Whilo,most of the Delphi studies obtained convergence
of opinion after two or more rounds, none of the above studies
investigates the permanency of this opinion convergence.
When consensus is achieved, dpes it represent a real Shift in at-
titude or perception on the part of the individuals who changed
,their responses or are the changes only of a temporary nature..

Me(bod
To investigate this questian, 26 faculty Who had partici-

pated in a Delphi study of goals conducted by the author (Uhl,
1971) were given the identical questionnaire one year later.'
This, questionnaire asks for their present percepcions of the
degree of importancegiven to different goals by theii institution
Ps well as what degree of importance they think should be at-
tached to each goal. Thus both perceptions and attitudes are
assessed. In the original study, participants converged.in most
goal areas from rather diverse opinions on the first round to
general agreement on the third round. The question of interest
hero is whether their responses to the first or last round of the
Delphi will he closest to the, responses one year later.' If the
responses are closer to the first round, it would provide support
for the argument that the Delphi process (as used in this goals
study) ,does Not have a lasting effect, whereas the opposite
results would provide, support to the hypothesis that a real shift
In attitude and/or perception does occur.

Each participant's responses to the no items in the
qeeslionnaire given one year later were compared with that in-
dividual's responses to the 110 items on the initial question-
naire and on the final questionnaire, Absolute difference
scores were calculated and compared (responses to the guys-
tionnalre given one year Inter minus responses ,to the, initial
Delphi ques(ionnaire wore. compared with responses to the
questionnaire given one year later minus responses lo the final
Delphi questionnaire), Since the Items of the questionmtire
were divided into -18, goal areas it was possibht to obtain
difference scores per goal area by summing the appropriate
Item difference scores. The statistical analysis compared the
two difference NORM for the lit goal alms, This Involved two
separate analyses (using Linguist's treatment by trentment by

tjects design): one used the difference scores from ratings of

Norman P. Uhl, North Carolina Cen;ral University

present importun e. while the other used difference scores ob-
tained from ratings of preferred importance.

'Results
In both analyses it was found that ratings of importance .

obtained one year after the Delphi study had been completed
'Were more similar to the ratings given on the initial rather than
the final Delphi questionnaire. (The two difference scores were
significantly different al the .05 level.) In addition, there Was a
significant interaction between these difference scores and the
goal. areas, Upon examination of the cell means, it was found
that this interaction was paused by a few goal areas (3 of the 18
goal areas- in the present importance analysisPersonal
Development, Vocational .Preparation,,,and Researchand 4 of
the 18 in the preferred importance analysisPersonal
Development, Research; Social Conscience and Esprit and
Quality of Life) for which the responses to the questionnaire
given one year later were more sfmilar to those responses to the
final than theinitial questionnaire.

a

Discussion
The content of the few goal areaS which wore excep-

tions were reviewed but did not offer an explanation for their
differing results, In general, the results provide support to the,
hypothesis that, in thiS goals study, the changes in opinion as a
result of the Delphi technique.were only of a temporary mOure,
However, before these findings can ge generalized, ono imust
consider the limitations of the present study.

1. The subject of the study was present and preferred
importance ratings of goals. It is possible that similar results
would not he obtained with other $ubjeot matter.

2,''The participants' were limited to fadulty.
3. Twenty-six faculty is a relatively small sample.
4, While the results t)f the original Delphi goals study

were used In institutional Planning, mos! of Ihe faculty in-
cluded in this follow-up study did not participate In this process
of planning, and therefore, have not come in contact with the
results of the Delphi study during die lam prior to this follow=
up study. Different results might have boon obtained If the
fatality were using the results of the Delphi study or if the ad-
ministrators who Worn responsible for The planning had Nam
Included:In this study.

5. If the follow-up study had boon performed after a
shorter lime interval (e.g six months), different results might
have been obtained,

0, The study Was condected at one Institution. Institu-
tions with different charaeleristics might obtain different,
resells,
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DELPHI STUDY

7. Some studies have indicated that certain personality
characteristics of the respondents affect the degree of con-
vergence obtained. No attempt was made to assess these vari-
ables.

While this study does not provide a definitive answer
to the original question of the permanency of response changes

as a result al the Delphi technique. it does indicate that this is
likely to lie a fertile area for additional research. Certain vari-
ables have been Mentalist which should he considered in such
studies. Sinec the Delphi technique is being used rather fre-
quently, such research will have important implications for the
use of this technique in higher educatim

ludd, R. C. Forecasting to consensus gathering, delphi gr~ u liege needs. College and UnivrsAty Business, July, 1972, pp. 35-37

Uhl, N. P, Identifying inNtitutional goats. Encounging convergence of opinion through the delphi technique. Durham; N.C.: National Laboratory
--for Higher Education, 1971,
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DELPHI REVISITED

ThMe ye IN ago, the University of Santa Clara's Com-,
munity Council sought to arrive al a consensus on histilutional
priorities using a modifWation of the Delphi technique (Parthm.
1972) it is now possible to assess the impact of that procedure.
Further refinements in the applic ition. the role of consensus
leachirig techniques in the decision-making hierarchy of fln !
university, and current applications in resource alkumtion will
be discussed in these comments.

The Delphi application, undertaken three years ago at
Santa Clara,7included the adthinistration of an institutional
goals invntory to the 36 member University of Santa Clara's
University Community Ulundl . composed of students, filculty
and administrators. Thu need for' an institutional priorities
ranking became evident when the council sought to review und
approve the annual University budget. The debate over
resource allociition quickly focused on institutional priorita!s.-
Before resources could- be allocated, it was necessary to reach
agn:entent on institutienal priorities.

II is not clear, entirelj,, whether or not the procedure
which evolved should be given the Delphi label. The goals of
the procedure. however, are the same. The Delphi technique
was developed to overcome the sanw kinds of group- interaction
constraints that have arisen in many university committee
situations as the result of broader governance participation.
These are described by the Rand group:

1, To reduce the tendency of high ranked mem-
bers of a groun to intimidate the others and to
inhibit valuable exchange;

2. To allow leisurely consideration of proposals
-and counter preposals, written evidence, and
arguments which the dynamics of group meet-
ings shroud in words and noise;

3. To allow persons to switch positions based on .

the logic of the arguments, without -losing
face" by appearing indecisive because of a pre-
mature judgment (Dalkey & Helmer, 1969;
Helmer, 1966; Dalkey, 1069).

selection of university (mmmittee memberships
often overlooks the management maxim that those who are
direcily related in the organizational hieriirchy should not hold
membership on Ihe some cominittee. Member IL for exatuple,
is hesitant lo directly conlradict or oppose member A, who is
his boss, I lowever, it is not itinconimon in the academic scene to
find vice presidents, deans, faculty members and students, all
participating in (khakis alunit priorities which may have a ina.
jor impact on Ike programs for' which one of the coMmittee
members Is responsible. !fence the attractiveness of the Delphi
Techniquethe feature of anonymity,

A Second Look at Institutional Prlaritlos Rauking
Sanla Clara's Initial experience resulted from the

Hobert I. Pardee, University of Santo clam,

University Community Council's debate on the sequence in
which proposed new buildings would be erected. This need for
additional hicilitieS and their priority related to the priorities
given to We programs in which the buildings were to be
housed. It was anticipated that considenible time would be re-
qaired for each of the 36 council members to express their
opinions and then debate all of the alternatives. Tnim, was a
need for a mechanism to develop a ranking of goals in an or-
derly fashion. The D( 1phi technique offered this potential.

. Three years have passed, and our experience will he
helpful to those using this approach:

t) There were errors in selecting items when we
composed the initial inventory. We mixed univer-
sity ohjectives and goals together (if there is a
difference) and they should have been included in
separate inquiries.. Long-range objectives are
classified as those kinds of statements that appear
in the front of the catalog, and against whieh new
institutional direCtions might be evaluated. YOu do
nol, however, expect them to become the focus of
an nction program, Examples of objectives, from
the Santa Clara instrument, would include:

Achieve identification as the small, selective.
Cathelic university .

Develop .an administration-sliident
munimition of major pelickui

Gulls which would encourtige. and did provoke, ini-
mediate action included:

Honked as Important
Develop a coordinated pmgram for budget
review.
Develop more sophisticated methods to identify
superior leaching.
Evaluate a variety of meal plans for students,

lI,oiihecl of Little Importance
inmintin support of the present counseling
center.
Establish a San Francisco center.
Eslahlish a university-wide governing board.

Why the concern for mixed ohjeclives and goals?'
The inventory instrument gels too long. The par-
ticipapts become Ivory of the next reiteration, Par-.
licipation may fall off, If the central purpose of the
activity is carefully defined, the number of Ileins
in the ranking instrument ism lie reduced.

2) We did not experiment with an open-ended goes-
lion such as "Rank your university program
mi(iritles to incliale the four currently under dis-
cussion (theatre, classmoms, health center, and
student activities center)),' believed this
would require leo much time,
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Impact
Dia anything happen as a resulf of the listing of

priorities using (he Delphi technique? Yes. The financial sup-
port of the University's counseling center was immediately
decreased. The vociferous support of a proposal for a San Fran-
cisco Center disappeared almost inimediiitely when the Coun-
cil ranked it of little importance. A suspicion that there was lit-
tle interest in a University-wide governing board was also im-
mediately confirmed and the discussion ceased.

What can be generalized from this experience?
) 'rho ultimate purpose of activity Must be clarified

and the breadth Lif inquiry restricted.
2) The need for previewing with the participants the

implication of inventory stateMents cannot hi!
over-stressed. The greater the familiarity each par-
ticipant has with the ramifications of every state-
ment, the more confidence you will have in the
results.

3) 11 is a fast way to get a group consensus, to get
something down on paper, to focus the debate.
The ability to arrive at a consensus should not be

nfused with the ability of a group to achieve im-
plementation of the program on which thene is
consensus. This should be obvious, hut it was not
to those of us who initially proposed this approach.

DelphiA Means and Some Distance from the End
When I first read of the Delphi technique. I thought I

had finally found gold. In the early seventies the campuses
.were staggering from one posture to the next seeking a new
stability.. I shared the strong feeling that members of the
University community were operating at cress purposes. and
that more energy was being spent seeking consensus than was
directed toward education. Therefore, if a consensus could be
reached on purpose and din!ction,A he energies of the entire in-..
stilution would be focused on redefined., common goals. .1
assumed consensus was.synonymous with achievement, and it
was not and is not.

The first element lidding to my confusiun alxne the
Delphi techniques program was noise. There were enough
voices proposing alternatives that one assumed that the institu-
tion had come to a halt while listening and waiting for consen-
sus. For example. then! had been considerable agitation to
open a San Francisco Center in the style of Antioch. The
message then grew louder that Santa Clara was no longer cap-
able of responding to brave new proposals for change. In the
ranking of institutional priorities hy the Community Council,
however, the San Francisco Center was ranked of -little impor-
tance." It then beeame clear that this particular activity was
being encouraged by one particularly effective lobbyist who
was living in San Francisco and searching for ao alternative to
the 46-mile commute. 'I'he Delphi technique identified the
strength of the signals being Sent.

Mere important than die noise factor is the emir made
in endowing the Delphi techeique with the ability to mandate
implinnentation. In this connection, il is well to remember the
effective ascii thal can be made of councils and committees.
They can review coerdinatIon; they ore li!ss effective for imple-
menting a specific program. Specific prognims are best imple-
mented by a person who is given that authority and respon-
sibility. The euthusiasm for the Delphi technique, fer identify-
ing censensus, must therefore not be Naltased With the leader-

'ship, inspiration, motivation, and drive that an! necessary for
goal allaintmml, This is maimps mere critical in the academic
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environment than in the military or business activity. In the
university there are many alternativeS which can be identified
with success. For example, few institutions offoralegrees in all
possible academic disciplines. The choice of which ones to our:
sue does not respond to any set of ahsolutes. Many programs
are successful because of the people involved in their attain-
ments. It is possible for group consensuS to give.a high priority
ranking to an activity or program, yet the program will falter
because there is no one to follow through_ This should admit-
tedly be one of the considerations of those doing the priority
rankings. but,they may he using abselutes for their judgments.

A final observation on our earlier experience: It should .
be remembered that the consensus of a group obtained by the
Delphi technique gives no more political stature to the group
(despite the "scientific approach") than does any other tech-
nique, such us a majority vote.

The 36 members of our University Community Council
express the opinion of 36 people. The students are elected to
membership but do not stand for reelection. The students,
faculty members or administrators rarely canvass their constit-
uents This observation is true for many university committee
activities. The Delphi technique is a consensus of that group
Only and is representative of the entire university Lommunity
only to the degree that- the group is representative.

The need for consensus continues. Deci7Lon-makers
should know the position of 'representative- groups, even if
the consensus of the group does not become policy. Often il
may. With the growing concern for resource allocation. I e. ill
close with a description of our current activity which in:Ie....es
our continuing interest in the Delphi method,

The Delphi Technique for Resource Allocation
Santa Clara has a budget committee, headed by the vice

president for finance, which is advisory to the president. The
president therefore, need not listen to the group consensus,if he
chooses not to. On the other hand, with the keen competition
for limaed funds, he may wish to have an ialditional evalea lam,
independeni of that of his own staff officers. While Santa Clara
has been fortunate in not yet needing to face a deficit situation,
we are seeking to develop organizational procedures to support
resource allocation ihsasions that may become more restrictive.
Our initial activity includes a composite of the Delphi technique
and zem base budgeting.

'I'his year a million dollars in additional support was re-
quested for programs. with only $200.0o0 availahle for addi-
tional support. The budget commithal is composed of three vice
presidents, three deans, the controller, six faculty members,
and three students. Ta help each mumher of the group bettor
understand the implications of the choices to he made, support-
ing deceits:Ma(kin included:

i) the name of (Iie isaivity of piogruim.
2) the amount request(!d,
3) the impact on die program if Slipper( WW1 granted,
4) impact en the program if SOPPurt "hl8
ro supporting statistical analyses.

Since then! tvere MI requests lo nwie theno was a
need le cendense the original, supporting docultientatien le sus-
tain the interest el the original members of the budget commit-
tee. The condensed supporting documentation ler 1NCh
prograM WIN reviewed by the grollp us ii WhOle With iplestiOnS

mud additienal data obtained whee requested, F.ach
!manlier of the greup then ranked each item on a 20-1oint scale
that accomodated impertance and urgency. I Irgency el the re-



quest was reflected in an item such as increased support to ac-
comodate rising utility bills.

The group rankings were then compiled. Because some
of the requested support related directly to members of the
committee, the Delphi confidentially was appropriate. The
group then reviewed the allocation "winners" in their rank
order, and priorities were reconsidered to see if "further con-
vergence" could be obtained. This was the approach used this
year when only the surplus was being assigned to pricirity
needs. The next step is to extend this approach to review all ex-
isting programs and prepare for reallocation. The approach de-
veloped for next year is to arbitrarily reduce the funding of all
programs to an 80% leVel. Then the priorities for restoration or
for new requests will be developed using the Delphi method.

Robert 1. Parden

Summary
The Delphi technique works very well if it is used for

its intended purpose. It is bn effective, fast method for reaching
a consensus of a group when the power structure relationship
of the participants inhibits candid discussion. ln addition, if an
adequate number of reiterations are undertaken, it forces
Kolonged consideration with adequate supporting matnrial.
This is not typical in most non-structured decision-seeking
group meetings. Finally, it must bc remembered that it is a con-
sensus socking technique. not an implementation mechanism,
All of the prOblems of institutional strategy and organizational
effectiveness remain. The Delphi technique points the way and .

reduces extraneous noise. It does not provide the essentials of
leadership, enthusiasm, and drive.

Da !key. N., & Helmer 0. An experimental application of the Delphi method to the use of experts, RM-727-A 1969; Helmer, 0., The use of the
Delphi technique in problems of educational innovation, 1966 11-3499; Dalkey, N. C., The Delphi method: An experimental studypf grouRopinion Santa
moniCa, California: The Rand Corporation, 1969.

Parden, R. J. The Delphi technique modified for establishing institutional priorities as a prerequisite to resource allocatiOn .Prc 7Iings of the 12th
Annual Forum, Association for Institutional Research, 1972, p. 106.
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A TWO TIME USER LOOKS AT THE DELPHI TECHNIQUE
IN HIGHER EDUCATION

The classiCal model of the Delphi method, a product of
the Rand Corponition brain trust. iS focused toward decreasing
divergent opinions and emerging with some representation of
group consensus. Classical methodology generally dictates
many iterations in order-lo hammer out consensusoften, in
my-opinion, by wearing out the respondent. Specifically, the
procedure includes -repeated responses to a short statement
Delphi questionnaire, each -successive response designed lo
narrow the gap between agreement and disagreement. The re-
spondents are given feedback between each round indicating
where their answer stands in relatinn to the average of all
responses. Each repetition gives the respondent the opportunity
to modify his nrevious response (presumably toward_ the ma-
jority response). Oflen there are four or more repetitions in a
Delphi procedure. (For a more complele'description ofclassical
Delphi methodology see The Rand Corporation (1971); Dalkey
& Helmer (1993), and Dalkey, Rourke, Lewis, &Snyder, 1972.)

The typicip setting for a Delphi exercise varies consid-
-erably. However, in general Delphi has been used primarily in
the business/technical world, and in particular, in a planning or
forecasting suiting. How then does one deal with nol only a
non-business/technical audience, in this case university
faisilly. but also an audience which has 'serious reservntions
about techniques like Delphi and to whom planning often ap-
pears antithetical lo the academic enterprise? The answer, as
laid_out ,in this article,. iscarefully and fleiibly.

The use of Delphi in higher education has r,,n been ex-
tensive, although, as.some researchers suggest, published dis-
cussions may be limited by users not warning to reveal sensi.-
live institutional issues which were the subject of the Delphi
exercise. Because of the sensitivity of university audiences and
perhaps Oven their intrinsic adversity lo techniques like Delphi,
there are two important questions the answers to which could
strongly influence succesS. The first question asks whether
achieving consensus is the only valid objective of a Delphi ex-
perience. The second questien asks whether the classical
Delphi paradigm eon or should be modified.

As to whether Delphi must focus on consensus. judd
0072) points out that Delphi is waning ret:ognitien for other vir-
Itlicr such as pointing out divergence of opinion_ On the sts:ond
issue. Judd (11172), ialaibson (1070). and Hudspeth (1970) dis !

agnsi about the need for inaigrity in the Delphi process. Iamb-
Son apologizes for tampering with Ihe classical Delphi
paradigm. while !mid appear In encourage it.

The Iwo experiences reported here, from the outset.
were designed wilh lu, remgnition that changing the Delphi
paradigm would be necessary. Clearly, because of the nature of
the parlieipenls (as will be describe(l later, the suggestion to
Imo Delphi was met with highly mixed emetions), classical
Delphi procedures would have been counlerprodisitive to
achieving the goals desired. Principally, !he objective was to

W.'Keith Evans,
Portland,State University

licit a coherent and focused direction for gtoup dis ussion.
Consensus was not art objective, and, if consensus was lo,be
achieved .at all, il was to be achieved through discussions
following the Delphi exercise rather than as a prodact of the
exercise. .

In Iwo situations, 'Which will be the case studies con-
tained in this artitile, the need and rationsle for a Delphi ap-
proach arose out of frustration. The frustration was caused by
the inability of a group of university faLiulty and administrators
to focus a productive discussion on the issues which brought
them together. In both cases the suggestion to_use techniques
like Delphi ILJ help synthesize the discussions was met with
either neutral or negative reactions from the groups. Their ulti-
mate acquiescence lo participating resulted from (a) discus-
sions insuring them that the process was not us dehumanizing
and insensitive as many thought, and (b) their continued
frustration in nol being able tu focus their discussions on Ihe
issues at hand.

Because of the nature of thesgroups, their reluctance to
participate, and the modifications carried oul to make Delphi
workable in this selling, the deseriplion of this effort should
have wide interest. In particular, the discussion should be of in-
terest to educators, students of Delphi, and practicing educa-
honal administrators.

The Two Case Studies
Before going into the details of the Iwo Delphi ex-

periences. it may be helpful el the outset lo indicate the prin-
cipal differences between the Iwo cases:

I. One case involved a small group of approximately
10 people while the olher group involved approx-
imately 50 people.

2. Tho small group was lunnogeneous in rank as they
were 1111 academic deans: however, since they
represented various schools and colleges within the
institution. their academic disciplines and their
academic sympathies wore highly divergent.
'1'he large group was extremely httteriigu:neous
rank and status given that it was composed of stu-
dents, faculty, department chairmen, deans. and ad-
ministralors, Of course, the academie background of
Ihe group was also highly diverse.
The small group was attempting II) focus on long-
new platming guidelineti for the institution over the
next 5-10 years. and the large group was looking for
specific curricular change in the ifirmaero of lower
division education al the institution.

5. 'Hui Delphi procedure with the small group wits ad-
ministered end analyzed totally by a paper and pun-
cii 111111(1 operation, while the large group and their
responses through the second iteration were



Manipulalcid by th6 computer using soflware ilevel-
oped by Fluckfekll (11J72) at the National Center for
Higher Educalion Management Systems. Thc final
phase of the large group exercise, which consisted
of summarizing the implications of the Delphi ex-
perien ce. could not he and was not computerized.

The Small Group. -The small group, Ihe university's
Council of Academic Deans. was compriStid of the deans of all
of the schools and colleges, the director of libuiries, the
academic vice president and several of his assistants. The
group, over a period of lime, had been grappling unsuc-
cessfully with an effort lo establish acinlemic goals, directions,
and priorities for the institution. After four meetings which
were chariu:lerized by a minimum of fot:us in the'conten1 of the
discussions. il was suggested that someihing like the Delphi
technique might produce some structure from which the dis-
cussion could springboard. 5pecifically. the group its a whole
recognized the lack of direction in the discussions, and the
question was raised as to whether there was some technique or
appniach to he taken in helping the group achieve a productive
direction. The author selected Delphi and proposed il to the
group, meeting with mostly neutral response and some mildly
negative reactkm Itased on a perceptinn of (he process as a
-soCial science game.- The group. however, acquiesced to pro-
ceeding with Delphi on the basis of the feeling that ablest any-
thing would be better than the aimlessness of the -previous
meetings.

Change Statement

1. There will be continued dominance
of teacher certification._ _ _

2. The percentage of lower division
. enrollment will decrease, upper

division and graduate enrollment
will increase, but lower. division
will remain as a substantial part
of the enrollment.

3. There will be a growing interest
in recreational and cultural
offerings.

4. [here will is! a strengthening
of our urban role,

5. More departments will pad icahlte
in the three doctoral programs.

Tls. primary guidelims to the
future will be narrowly construed
definitions of both urban location
and its "service" functions.

7. We will experience It enrollment
surge about I9110.

W. Keith Evans

Given the altitude of the group and the goal which'was
to he achieved by use of Delphi, Le., focusing discussion, the
anithor decided lo two-mund Delphi procedure. The se-
quence or activity was as follows:

1. The respondents were asked lo , in short
sentence form, what you sec as important changes
which will lake place al the inStittnion or whal pres-
ent directions Will receive strong support al the in-
stitution in the nes( five years.- They were to be
submitted to the author in writing prior I() the next
meeting,

2. After complete return was received, the responses
wen) edited and pot into list form liasically, the
mining consisted of the following: (a) wOrdy
responses were Collapsed into single paraphrased
ilVMS, and (h) duplicate items wore eliminated.
Figure I shows the samples of the finished items.
Tlie process produced 4 1 items.

3, Al the next meeting, which was Iwo weeks after the
initial items were requested, the respondents were
given the 41 items in questionnaire form and asked
to respond lo each in terms of 3 itill.,3j011s:
Assuming this elninge will occur, who) i% ill he its
impact ? using a 5-point response scale with poles
representing none to very great; .(I)) What is Inc
liklihaml this ehunge will occur? using a 5-poinl
response scale wilh poles representing mme to very

Figure 1

ROUND II INSTRUMENT

Assuming this change
will occur, what will
he its impact?

none very
great

What is the likeli-
hood this change
will occur?

Should the
change occuri

impossible virtualh; definitely definitely
certain not

0 0 0 0

0 0 0 0 0

0 0

0 0 0 0 0 0 (-

0 0 0 ii 0 0 ()

) I, Ii 0 I) 0 0 ii () 0 () ii

() ii () () ()
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great: c) Should the change occur? using ti 5-
point response scale with the poles representing
definitely not and definitely yes.

4.. After a complete return was achieved. the
response's were hand tabulated and returned with
,statistics tor each question showing (a)-what the in-
dividual respondent had answered, (b) the mean (or
verage) response, and (c). the range of responses.

Figure 2 shows what each respondent received_
This completed the firmal Delphi procedure.

The final product, as shown in Figure 2, was used as a
discussion document and served extremely well in that
capacity. Initial discussion focused on the range of the items in-
cluded. Comments ranged from surprise and disagreement as
to what had' been said in a particular item to discussions of
sulastance related to the implications for the institution's future
contained in the Reims. The author offered little or no guidance
as to how the discussion should proceed. Basically, the group
found its own.direction. The level of discussion eventually got

Change Statement

down to the specific response pi Horns, both in terms of the in-
dication of central tendency shown by the rnerm'and the indica-
tion of relative agreement or disagreement shown by the range.

On the whole the results of the exercise were excellent.
For the first time the group was able to deal with issues in an
organized and prod.uchye way. The Delphi experience in the
course of its two iterations had not dulled any appetites or
enthusiasm for discussion of the subject. In fact, it had clearly
provided a focus which was productive for discussion.

The Large Group. This second use of Delphi was moti-
vated for the same basic reason as was 'its use with the small
group---the inability of the discussants to focus their energy
and ideas. The large group consisted of a broad range of stu-
dents, faculty, and administrators meeting to discuss a common
concern for the current structure of lower-division education al
the institution. It was an ad hoc group which met weekly, in the
evenings and on a voluntary basis, to discuss the problem, The
size of the group varied from 50 to 70 people across the course
of the meetings. After a series of approximately six meetings,
the objective of producing a model for a revised lower-division

Figure 2

ROUND III INFIRUMENT
Assuming this change
will occur, what will
be its impact? .

What is the likeli-
hood this change
will occur ?

Should the
change occur?

1. There will be continued dominance of
teacher certification..

2. The percentage of lower division
enrollment will decrease, upper
division and graduate enrollment
will increase, but lower division
will remain as a substantial part
of the enrollment.

There will be a growing interest
in recreational and cultural
offerings.

--------

none . very
great

El Ao 0 0

Range 1-

Range 2.5

impossible virtually
certain

,

o o Ao o

Range 2-5

O 0 0

Range 4.-
_

O 00/O 0 0 Ao o

Range 1-5 Range 2-5

4. There will be a strengthening of a o Ea 04Ao
our urban Mle.

Range 3.5

More departments will participate
in the three doctoral programs.

6. The primary guidelines to the
future will be narrowly construed
definitions of both urban location
and its -service functions.

7. We will experience a new enrollment

surge about -I9C

A Average Response
0 Your Response

340'

0 AO 0

Range 2-5

o 0 0
A

Range 3-5

O 0 0
A

Range 3-5

o o o Ao

Range 3-5

o Au 0 0

Range 2.4

0 0 0 0

Range 2.4

o

A

Range 2-4

definitely
not

definitely

o Ao o

Range 2-4

° A°

nge 2-5

O 0 0

Range 2-5-
Q Q A() -

Range 4-5

O 0 LII A° °

Range 2-5

Q A0 0 0

Range 1.5

O 0

Range 1-5
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Figure 3

-ROUND II INSTRUMENT

Indicate the types of students we should be serving (structure the universe into whatever categories make sense to you).

Do yo0 agree that this response is an
important element in the student body of

(RESPONSES) a revised lower division?

1. People_ who do not come or drop out due to the way in which
Strongly Disagree Strongly Agree

the educational system functions. 0 0 0 0 0 0- 0
2. Gifted people whO are now seaying away or dropping out. 0 0 0 0 0 0 0
3. Whoever wishes to come if they can do the work (have the

capacity to perform). 0 0 0 0 _ 0 0 0

. What are the outcomes, benefits, results, needs, etc., which should accrue from a revised lower division
structure?

(RESPONSES)

Some sense of how organized knowledge and inquiry processes
can help the students under'stand the world, their fellow
persons, and themselves.

An understanding of the relationship between the preSently
compartmentalized areas of knowledge and the relating of
(his understanding to ones everyday experience, perceptions,
and ideas (a coherent frame of reference within which to
structure the self and the environment).

The opportunity to take increasing responsibility for one's
'own education (more self determination) as a learning
ekperience. 0 0 0 0

How highly do you value the oulp (goal)
suggested by this response?

Highly Detrimental Highly Valuable

0 0 0 0 0 0 0

0 0 0 0 0 0 0

The "how" or structure necessary to produce the outputs, given the inpu From Quesf ions I and II above).

0 0 0

(RESP NSES)

Assuming this change did occur, what
would its impact he?

No Impact A Great Impact
1. Greatly decreased class sizes. 0 0 0 0 0 0 0
2. A variety of class sizes can still prevail as long as

groups of students rnove together through basic cour,_ . 0 0 0 .0 0 0 0
3. The creation of cohort units formed by new students,.

(20-25) around a voiced interest in general areas of
educational concern. 0 0 0 0 0 0 0

IV; What do you see as the chief weaknesses of the present lower division structure?

(RESPONSES) ,

I he dominant organization of learning and 4inowledg
the academic disciplines. i,

Attachment lo departments that regard themselves, perhaps
properly, as guardians of disciplines said to be divinely
sanctioned (improperly).

The survey courses are too comp runentalized with too
little effort made to connect them to other lieldstoo
much serial, lock-step imAloction.

Do you think the concept in this response
merits attention in revising a lower division
struct ure?

Not Important Very Important

0 0 0 0 0 0 0

0 0 0 0 0

0 0 0 0 0 0 0
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structure-appeared as distant as it had appeared in the iitial
meeting. The diverse backgrounds of the participants, the ap-
parent diversity of the opinions as to what changes should oc-
cur. and the size of the group all worked as constraints against
the ability to emerge with a coherent structure.

Motivated by the fear of losing lhe enthusiasm of the
group if some focus could not be teased out of their gatherings.
Delphi was suggested as 'a menns to achieve some sense of
structure from which the discussions could produce more con-
crete results. There was considerable- concern in the group
about the legitimacy of using the Delphi technique. but the
sense of frustration that had built up over past meetings. as
with the small group. outweighed the concerns. So planning for
the second Delphi experience !non.

The initial instrument which was sent to the respon-
dents explained briefly that we were attempting to ". . . zero
in on a model with specified components for lower-division
reform:: Further explanations suggested that ". . . it has-
become apparent that the open group discussions method has
limitations in reaching this goal." The procedure was ex-
plained as a scrie! ii . . requests asking for your response-
pointing out that after each round, summaries will be
provided showing .1 t ariety of factors about the issues being
discussed." The instrument went on to say ofterseveral
rounds, there will emerge an indication of group consensus as
well as indicators of significant arOas of non-agreement:- find

. . out of this process a model will emerge.- The term
Delphi was never specifically used in describing the exercise.

The reSpondents were4tiskeu lo respond in short
cise sentences to the following questions:

I. Indicate the type of student we should In! serving.
2. What aro the oulcaiiii!!-i. benefits, results. nemls, etc.

which shield accrue from a revised lower-division
structure?

3. What will be the revised lower-divsion structure'?
4. Given that a suilabh: model is created, what would

be your (short sentence) soggestion for iniplementa
On at this institution?

5. What do you see as the chief weaknesses of the
present lower-division system?

The instrument or questions were distributed to ap-
proximately 70 tumple, and 51 people rests:tided. Al this point

inaSsive editiog job look place whereby long sentences were
. condensed and repetitions were eliminated. Question 4 proved

unusable due to a lack of response. The result Was ii total of 134
short sentence items across the 4 remaining questions, A 7-
point scale Was constructed for the second iteration to elicit
further response on each item. Limier each of the four original
questions ii different response scale question was used. For ex-
ample, for the items responding to Quwaion 1 (Indicate the
type of students we should be seiving) the response scale ques-
tion was Do you omroo 111(1(11gs response is MI iiIljflirtoJlt eiV-
ITIMII ill (110 stildeto hotly of it revised lower division? with Ihe
two poles representing strongly agree and sit ongly disagree.
For the items prepared for Questhni 2 (What are the outcomes,
ben(!fits, results, needs, etc., which should omur from a revised
lower-division structure?) the response scale question was
How highly do you wilily the mitput (goal) suggested hy this
response? with the Iwo poles representing highly detrimental
and highly valooble. Figure 3,shews the four original goes-
liens, sw110 silIllph! find 1110 rnS110115P SCillt, question, T111!
formal in Figere 3 is identicol to that which was sent to the re-
spondents in the second round.

From the second round, responses were received from
31 people. These responses were keypunched and analyzed by
the computer software acquired from the National Center for
Higher Education Management Systems (NCHEMS). The soft-
ware provided Tor each respondent a summary for each item
which included: (a) their individual response, (b) the-median
as an indication of central tendency, (c) an indication of the
range of responses, and (d) an indication of- the interquartile
range. A sample of the output is shown in Figure 4, In addition,
tho software produced a variety of summary statistics available
to the experimenter which.proved very useful for summarizing
across all respondents.

Using the summary statistics provided for the experi-
menter, a general narrative summary of the thrusts shown by
the Delphi exercise wasconstrui:ted and returned to the re-
spondents along: with the individual output sheets described
earlier. The narrative summary was a highly successful device
to frame the ensuing discussion. Specjfic items along with the
response characterkitics of the items could therefore be dis-
cussed readily in the broader context of whal had emerged as
important direr- iiims for a revised lowor-div Won structure, In
effect, the Delphi responses as synthesized by the narrative
summary provided an abbreviated prototype lower-division
mok.:I The prototype. taken along with the individual output
sheNs in front of each respondent. were used by the group to
work toward the construction of the end-product model of
lower-division education at the institution.

Perhaps the most telling occurrence in panting ont the
RICCI:SS of this application of the Delphi was a comment made
by one of the participants in the meeting when the results and
surnmari, were discussed. The individual, a faculty member,
rose at the end of 11* meeting and said. "I wish to congratulate
the group on this effort. I have always believed that the use of
statistics and 'the applk:ation of social science au:thuds were a
waste of effort or a way to hide or manipulate facts. This exer-
cise has changed-my mind, This has been a very good ex7
perience, and it has helped us deal more directly with this
problem af lower-division education.-

Summary
The LISC (If the 1)el1ihi technique in the two i,ase studies

varied in design and nielhodokIgy from a pure classical Delphi
paradigm. Further, the method of the Iwo Delphi applications
reviewed beravaried one from the other as well. 'Flu:examples
shown here can perhaps help other researchers mul
titulars achieve a measure of success in their Delphi applica-
tions, Som general observations follow:

1. The Delphi methodology can lit! and should be
tailored I() meet the needs of the individuals or
groups involved. This implies its modification either
through sluirtening the prin:ess or altering ils SO-
quencl, or components.

2. The Iklphi-lechnigin: is a valuable device for focus-
ing on central issues. It (toes not have to operate as it
consensus inaker,

3, The greatest villne from du: Delphi method can be
achieved when those administering it ore sensitive
to the questions oro issues umier discosskm. This
factor is important (a) in the editing and synthesis
11111CINS idler round in which respondents give their
initial comments and, even mom importantly, (It) in
the construct in all nurrativo southerly which aids



Strongly Disagree
SA Strongly Agree

Figure 4

ROUND III INSTRUMENT
Question 1 .

This is an important element in the studen

SD
People who do not come or drop out due to the way in which
the educational system functions.

Comment
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Section IInput-

dy of a revised lower

SA

/

Gifted people who are now staying away or dropping out. M

Cornment 4 5 6

Whoever wishes to come if they can do the work (have t _

capacity to perform). ( M

Comment 4 5 6

I1D= Highly Detrimental Question 2
Hv= Highly Valuable

7

7

7

Section IIOutput

How do you value the output (goal) suggested he e?

Some sense of how organized knowledge and inquiry processes
can help the students understand the world, their fellow
persons, and themselves.

HD
M

HV
)

Comment 2 3 4 5 6

An understanding of the relationship between the presently
compartmentalized areas of knowledge and the relationship
to experience, perceptions, & ideas.

( M

Comment
1 =2 3 4 5 6 7

3. The opportunity to take increasing responsibility for one's
awn education (more self-determination) as a learning
experience.

( M

Co ment 4 5 . 6 7

Section IIIThruputN1-- No Impact
Gl= Great. Impact

Greatly decreased class sizes.

Question 3
Assuming this change occurred, what would its i

NI

pact be?

GI

Comment
1 2 3 4 5 6 7

A variety of class sizes can still prevail as long as groups
of students move together through basic courseS. ( M

Comment
1 2 3 4 5 6 7

The creation of cohort units formed by new students (20-25)
around a voiced interest in general areas of educational
concern.

( M

Comment 2 3 4 5 6 7

NH Not Important Question 4
VH Very Important Does this concept merit attention in revising a lower division structure?

Section IVWeakness

The dominant organization of learning and knowledge about
the academic disciplines.

Comment

Attachment to departments that regard themseirs, perhaps
sanctioned (improperly).

Comment

fhe survey courses are too compartmentalized with too little
effort made to connect them to other fieldstoo much
serial, lock-step instruction.

Comment

Pt"-, responrients answer M

NI

( M
VI
/

I 2 3 4 5 6 7

4 5 6 7

I 2 3 4 5 6 7
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the group in understandin the resulta.and implica-
tion of what they and their fellow respondents have
said.

4. Sensitive or concerned audiences will overcome
negative reactions to procedures like the Delphi
technique if the method is flexibly administered.

The greatest fear of the university respondent ap-
pears to be a rigid application of a technique result-
ing in forced, inaccurate, and/or insensitive results.

5. Sensitive arid abstract subject matter can be dealt
with effectively with techniques like Delphi if flexi-
ble methods are employed.

Dalkey, N. C., & Helmer0. An experimental application of tht Delphi method to the usepf experts_ Ma,L)::,'Tiirvir , 1%3, 9.0
Dalkey, N. C., Rourke. D. L, Lewis, L, & Snyder, a Studies in the quality of life. Levington, Mass.: D. C lh
Gordon, T.1., & Helmer, 0. Report on a long-range forecasting study. Santa Monica, Calif.: The Rand Corporation, 1964.

Huckfeldt, V. A forecast of change in post secondary education. Boulder, Colo.: National Center for Higher Education Management Systems atW1CHE, 197/

Hudspeth, D. R. A long-hinge planning tool
for education Syracuse, N.Y.: Syracuse University Research Institute, 1970.

kcob5on, J. A. Forecasting future developments
in education Paper delivered at the American Educational Research Association meetin Min-netpolis. lOar.-11, 1970.

1
ludl, R. C Use of Delphi methods in higher

education. Technological forec sting and Social a 1972 4.
Selected Rand publicarionDelphi. Santa Monica, Calif.: The Rand Corporation, 1971,
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CONSENSUS BETWEEN INTERNAL AND E
CONCERNING INSTITUTIONAL GOALS

At this limeaif sagging public support aml demands for
incriiased accountability, few activities are more important to
American higher education than systematic. perceptive plan-
ning and decision-making. Such planning, however. calls for
clear statements .of educational goals to pmvide institutions
with the necessary focus nd direction. Stated goals help tic
together assamptions, values, and hopes for the institution into
i;oherent policies that provide standards and guide decisions
and actions. Indeed, Eurich (1969) argues that clarifying goals
and eilablishing priorities'among them are the first orders of
business in inanaging the future.

In recognition of the need for clearer elm' definitions,
increasing effOrts have been made to identify the goal struc-
tures of AMerican collegi!s and universities (Gro Ss &
Grambsch, 1968, 1974; D(znforth News, 1969: Peterson, 1971.
1972), institutional goals research to- date, however, has
fix:used plimarily on groups within colleges and universities
(s(udents. faculty, administrators) and has not considered in a
rigorous fashion the inalitutional goal priorities of important
constituencies' outside the schools. Yet the open systems model
for organizational analysis makes clear the need to study goals
within the broader framework of the organization's relation-
ship with itssupporting environment (Katz & Kahn. 1966). The
reappraisal of Organizational goals in light of changes in the en-
vironment is a mirticuhirly important task int this regard
(Thompson & MilEwen, 1958).

Fulluwin the open systems .model, the author con-
ducted reearch while at the University of Washington, Seattle,
to examina the degree of consensus between internal and ex-
ternal constituencies concerning that institution's goals., Such a
study, it was reasoned, would identify areas of high...as well as
low goal consensus. This inforMation, in turn, could help pro-
vide needed direction for resource allocation and could im-
prove institutional effectiveneSs by relating educational
programs more closely to desired outcomes,

ERNAL CONSTITUENCIES

Research Methods
Through a mail survey technique. carefully selected

random samples of University of Washington students, faculty.
and administrators were sent a questionnaire containing a pre-
selected list of 55 statements describing possible aims or ohjec-
tiveS of a large.. urbari American university. Twenty-five state-
ments referred to institutional output:goals or substantnie ob-
jectiveS a university Might seek to achieve (student intellectual
development, individual personal growth, vocational training.
research. etc.). The remaining 30 statements described process
goals or- institutional activities through which output goals
might he reached (academic freedom, maintenance of institu-:
tional character and quality, increased institutional efficiencY..,
and accountability. etc.).

This same questionnair was sent to representative

fumes C. Flint -lichee Volley Ilege

samples of six exterril constituent groups having important
relationships to the University of Washington: (a) parents of
current Univeesity undergraduate students, (b) University of
Washington alumni leaders, (e) business and professional per-
sons in the Seattle area, ((I) slate and city government officials.
(e) residents of the surrounding local community; and (f) sec-
ondary school personnel within the stale, The sample totaled
2376 individuals (1166 interrol and 1212 external). Students
made up more than half the internal sample: the external sam-
ple, on the other hand, was more evenly dividial, with about
200 persons in each of the 6 constituent groups.

The questionnaire format resembled that used in other
institutional goals research. Recipients were asked to indicate
on a 5-point Likert scale: (a) how important they judged each
goal cuprently to be at the University of Washington, and (h)
how important -they fell each goal should be at the school. Thus,
both a perceived (-Is'') rating and a preferred ("Should Bel
rating was obtained for each institutional goal. This permitted
an examination of the discrepancy between goal perceptions
and goal preferences.

Of the questionnaires sent, 1353 or 56.9% were
returned, and used in the analysis of data. Response rates
varied across constituent groups from a.high of 69.7% (Univer-
sity administrators) to a low of 41.2% (busiriesS.F.ample). Two
other Outside samples, parents and government, had response
rates below 50% . While these response rates were disappoint-
ing, no systematic bias appeared to be operating in the returns
that would distort the research findings.

Data were analyzed by conStiteent group, with group
perceived and preferred mean scores, as well as standard
deviations computed for each of the 55 institutional goals. Dis-
crepancy scores between perceived and preferred ratings were
also obtained. Two-way analysis of variance, combined with
the Scheffil multiple comparison technique, was used to iden-
tify group goal rating differences that were statistically signifi-
cant (Scheffj. 1953). Rank order correlations of constituent
group goal priorities were also computed.

IL

arch Findings
Broad areas of -goal consensus among constituent .

groups were identified in this study. Faculty and ielministra-
tors were especially similar in their goal perceptions and
preferences, and these two internal constituencies demon;
strated the most satisfaction with the University's current goal

inrities. Faculty and administrators viewed the University of
Washington pritharily in terms of its coremitment to academic
excelience, advaneed training, and research. They placed
especially high importance on intellectual activitya-aining
students in methods of scholarly ,inquiry, developing students'

synthesize knowledge, and_ instilling in students a
permanent commitment to learning, Also of lop-priority was the
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prntection of iiciukanic freedom on the campus. -Mese findings
were consistent with other institutional goals research.

Stiatent retipolulimis II ihis study were folind to share
many of the goal preferences of the fatality imd staff, although
students placed somewhat less importance on intellectual ac-
tivity and academic standards and wanted mom emphasis
given vocational preparanon and pi)rsonal development. Again,
both findings were consistent with dui ia!sulls of ether institu-
tional goals studies.

The six external study groups indicated goal poroip-
t ions and preferences ma unlike those of the internal groups in
many ,insiances. Outside respondents, Tor f!XiIMPIO. ilso per-
ceived the University of Washington its.devoied primarily to
basic research, advanced professional training, scholarly inqui-
ry. academic specialization, and institutional suitor-
ivo of these mama goals. They placed very high importance on

the intellectual development of students iind the acquisition of
skills necessary for productive life-long learning.

External groups also shanal with those within the
lniversity a desire l() improve the institution's environment: to

pnivide for regular evaluation of Liniversity pmgrams: to create
a campus climate conducive I() informal discussions between
slut lents and faculty. and one supportive of educational innova-
tion: lo create a system of campus governance Nii-pmSilie
the concern's of ail pers(ms. Most striking was the very high
"Should BC rating given by nearly all respondents, bnth inside
and outside the institution, to the encouragement of quality
teaching. This goal received the lop ranking by virlually:every
constituent group.

While the study identified inany imsis of goal consen-
sus, ints of contention 41mong groups were also evident.

Student Development
All sample groups perceived little emphasis al the

University on Me personal development of students, Exlerpal,
constituencies, however, placed special impotaanm! in this
area. In fact, they viewed the responsibilities of Ihe University
hem to he very bowl. A student al the University, they fell,
should acquire not only specialized knowledge, but also a
general Murano," a permanent commitment lo learning, a set
of ethical principles, help :n his or her personal` and social de-
velopimint, and an apret of the (Alum.

External constituencies also helieved Mal significantly
more importance sheitild be placed on vocational preparation al
the University of Washington. Parents especially thmight stu-
dents should be given much more help in choosing a vocational
cark:. University faculty and staff. by comparison. were less
inclined to assilirm a groat deal of responsibility for the

development of stmlents. They' shinived oven
enthusiasm for helping students choose and train for spec.1:i
ikaalpational careers.

Students,. as might Ini expected, also placed a high
priority on.personal development. including vocational prepa-
ration. Students were most evident, however, by their low "Is-
ratings for many of the included institutional goals. For 26 of
the 55 gook student perce-fved mean scores were lower than
those of any "'Wher constituent group. It i difficult lo tell
whether these low ratings resulted from normal iaudent cyni-
cism or 'whether they indeed indicate general dissatisfaction
with the University of Washington. II is interesting lo speculate
whether possible student dissatisfaction with the school might
haire been increased inadvertently by high school educators.
The educator sample in this study, compared to other-wnslitu-
ent groups, demonstraied higher, someMlat idealized, pi)rcep-

352

lions of the current goals (Ir tie t )ffivcrsoy. In general, they per-
cokaal the school in very positive terms -- as 1 democratically
ron institution. committed do the intellectual development of
students and their -training for social icsponsibility, while
allowing them considerable freedom or expression imd experi-
mentatinn. Perhaps companid the ustial high school selling
these perceptions are not inordinately inflated. But incoming
students may have lmitight with Oxon ekwated expectations,
becoming disappointed when these expeciations were not met.

Institutional Governance
Significant differences Ill opinion occurred ilmong con-

stituent gomps concerning instautional governancehow the
University should he run and by whom. It was here, in fact.
that fiaailly and lichninistralor views differed most noticeably.
Faculty, not Surprisingly, placed high importance on two re-
listed goals ensuring faculty the freedom to pursue their
professional careers as they themselves best see fit, and giving
faculty the predominant voice in the deterinination of importimt

. daitlemic issues. Administrators perceived mon: current
emphasis on kith goals lhan did faculty, but in each case lelt
that the emphasis should be reduced.

Perhaps, however, faculty should give most of their at-
tention to external constituencies. The outside groups in this
study made it clear that they feel far au:anomy and power
at the University of Washington is overstressed. The govern-
mom sample especially was critical of (he current degree of
faculty influence over academic matters, especially its
emphasis on iresearch activities. Wail and Quinley (1970)
found similar dissatisfactiim among state officials in their study
of government-higher education relationships in nine slates.
The government sample here was also critical of current efforts
by the UniOrsay to secure a high dogree of indelxindence and
autonomy. All external grtmps. in fact, believed that gnialer at-
tention should be given to increasing accountability at the

External Relationships
Disparities in goal perceptions and preferences also oc-

curred among study samples for two related goalsproviding
educational experiences relevant to the evolving interests of
minority groups, and increasing the proportion or minority per-
)(ins working and studying al the instaution. Both efforts hitd
been the fixais of inuch publicity during the past several years.
This study revealed only limited support from external groups
for these institutional goals. Parents, alumni. and business per-
sons, especially, were very critical of the degree or emphasis
currently placed on minority education and affirmative action.
The cross-pressure on llniversity officials is clear. The more
aggressive they become in providing opportunities for
minorities, the mom chance of losing support from important
external constituencies.

University officials also face conflicting expectations
concerning intercollegiate athletics. Constituent groups in this
study generally showed great dissatisfaction with ilegree of
importance intercollegiate athletics currently commands at the
institution. Faculty and administrators were especially critical
and .called for a substantial reduction in emphasis. University
leaders recognize, of couNe, that many off-campus persons
identify with the institution primarily Ihrotigh its athletic
prog:am. Scaling down intercollegiate athletics, therefore, runs
the risk of weakening an important link with the outside com-
munity_ Alumni and business persons pollml in-Ihis study. for
example, called for only a slight decrease in athletic emdhasis,



These sante two constitutini,.: s revealed a positive identifica-
tion i,vith the llniveNity in other respects. They placed
grt;ater importance than other groups on developing pride in
the University, achieving i,vide-spread consensus conceruing
its goals and purposes. and increasing the prestige of the in-
stitution,

Alumni imd business persons, however, were also crit-
ical of the I Iniversity. They saw too much current institutional
emphasis on protecting academic fosslom and providing for
critical evaluation of American values and practices, while 1101

enough attention given to encouraging S Indents. Mil.X!Ci fOr
American political and social institutions. All external constitu-
ffilEiCS. in fact wanted significantly more emphasis given to en-
couraging respect for the American tvay of life. a view not
shimi hy liniversity students, faculty. and striff.

In summary, it should be noted that all constiment
groups agreed that many of the institutional goals listed
deserved considerably nutre emphasis. he combined internal
samples and Nanbined external samples. in fact, helium! that
signifit',antly more nnportance (statistically significant) should
he p::a: d on :53 of the 55 imitated goals,

This disparity between perceptions and preferences
wouic sVeril to indicate considerable dissatisfaction with pal
emphases at the University of Washington. Wide differences
between. -Is- and -Should Be" ratings. however, were com-
mon in goals resoirch at other colleges and universities. In
other words. while threct comparisons with other institutions
cannot be made, the UniVersity of Washington (lid not appear
uniquely negligent in its goal emphases.

On.: casual for the great differences between many
-ls" and "Should Be" ratings, of tamest:, is that this study, like
similar studies. focused on -ideals"the highest level of im-
portance a specific institutional goal should receive, Persons.
however, may recognize that there are simply-not enough
wsources to address all the valued institutional goals at their
highest level. Or they may see that some goals are contradicto-
ry. so that the encouragement of one means that another must
be slighted. This research gave respondents the opportunity to
rate all institutional goals as highly as they wished, Perhaps it
would be more realistic to provide respondents with situations
where they WA! forced to rank goals, one against the nther, in
order of priority. A truer picture of preferred goal priorities
might thus be obtained.

in this shidy there was also a distinct tendency for ex-
ternal constituent groups, compared with internal groups. to
give higher "Is" goal ratings. For 52 of the 55 goals, in fact, the
perceived mean scores of the combined external samples were
higher than those of the combined internal sampleS. Many of
these differences were slight, but 24 were statistically signifi-.
cant, No predominance of higher mean scores by either com-
bined grouping. on the other hand, was evident in the pre-
ferred Or -Should Be" ratings,

The low student "Is- ratings previously noted did
reduce internal mean score averages, but external constituen-
cies in general saW higher current institutional goal emphasis
than did internal groups. Parent, alumni, and business sam-
ples, for example, gave noticeably fewer "Is" ratings below the
3.00, or medium importance, level. Were greater University
efforts in fact seen? Or were external groups, less familiar with
the campus, hesitant to give ratings below the medium impor-
tance level? Unfortunately, this.research does not answer that
queStion. This study did not find, however, as did Peterson
(1972) in his study of the goal structures of California schools.
that external groups have a less differentiated view of the goals

lames C. Flint

of the institution The range of preferred wial valoos for all con-
stimem groups included here were quite similar.

Crilique of Research
I low successful wits hi ti sly -in dthiining ti reliahle

measure of goal consensus :ming University of Washington
constituencies'? First of all, it suffered the usual pitfalls of
survey researchsampling limitations, low response rates. in-
consistent responses, and difficulties in data interpretation.
The sampling procedures used for Me three internal groups
were random, and generalizing the research results to the
larger constituencies, therefore, is justified, The sample groups
for parents and Intsiness persons were also selected randomly
and thus represent larger groups than themselves: However,
four say-Miesalumni, government, hx:al community, and sec-
titulary school educatorswere not selected randomly, and the'
latter three represent a mixture of target populations, Caution,
therefore. should he exercised in generalizing the findings for
these four constiwencies beyond the immediate satnples.

In addition, the reliability of a questionnaire such as the
one used in this study is always suspect. Of particular concern
is the stability of an individual's respmses over lime, To lest
this stability, a test-retest procedure was used on a smallmm-
ple of original respondents. With no-provious notice, 31 in-
dividuals selected randomly from the original sample groups
(lioth internal and external) were asked 4 months later to ctnn-
Oen; the research questionnaire again. Of this small sample 27
completed and returned the second questionnaire_ Their
responses to both questionnaires were then compared to deter-
mine their stability.

A Pearson product-moment correlation was computed
for the -Is" arid -Should Be" sets of responstsi for each of the
55 goals and then compared against appropriate significance ta-
bles (Edwards, 1960). The stability coefficients of only 11 of the
110 sets of responses were not significant to at least the .05
level of probability. Seventy-nine coefficients, or 72% of the
total, were significant beyond the .01 level indicating con-
siderable stability of opinion concerning both perceived and
preferred institutional goals by this small sample. Thus, some
assurance can be had that the opinions expressed in the survey
by the various sample groups were not wholly redicated by
lime and place of response. but rather represent stable attitudes
of consequence over lime.

One research finding, however, was a point of concern
throughput the study. For many institutional goals; variations in
ratings within separate constituent samples, as measured by
response standard deviations, were quite large. That is, little
consensus Was evident within individual samples concerning a
goal's importance. Variations in responses were wider ;Ind
more frequent for "Should Be" ratings than for "Is" ratings.
and similarly were more frequent for process goals than for
output goals. Forty-six percent of the standard deviations in
"Should Be" ratings for process goals, in fact, exceeded 1,000.
indicating considerable variation in rating responses among in-
dividu ils. These findings raise important questions about one's
ability to ascribe particular goal ratings to specific University
constituencies in any meaningful way.

The mixed makeup of seVeral study samples was con-
sidered a possible source of response variability. All conslau-
ent samples, however. suffered to a certain degree from a lack
of iraerrfal consensus. Moreover, the parent sampie produced
the most within-group response variation for both perceived
and preferred goal ratings, The slandad deviations of 70% of
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ild Pe- scores (Ot) process goals exceeded
1.000. Puhlic school eilticalm)s. tin the other kind. showed

mosl wahm7grotip consensus concerning tristitutionol
poi peiloplions and prefenuices), University administrolors
showed the next highest uniformity ol opinion_

Finally. this researa wos linitlitI by the very nature of
the research topic, organizational goals, -Gook. it IH)st.
very !dippvrv cmicepi: (;(,ills occur at in various
forius 111(1 in differing degrees of specificity. The means- /
ends- chain described liv Simon 0957), in which goals ol one)
level hecome means to goals iil the rieNt higher level.
turn hecome meons to still higher level goals. nuiso iniportinu
quespons (-Anil:unlit-1g ihir prowl) level III locus for o study ol in-
stitutional goals.

Levels 01 IIWAIS anti of specilicity viol(' impor-
tant considerations in developing lit goal statements used in
Mis study. l'af vere made It) phrase gool stoirments in
neither too brood nor too lystriclive !mins. IA)vels spool icily
did von:, however. Process 14tiIl ii this study vere hy Iheir
very definition more specific Mon output goals, initl less con-

sensus generally occurred within groups -con-
cerning their whiny() imporlance. Does im increase iii goo] pre-
cision always hut to o reduction in consensus (oncerning its
importance,

What level goals are most useful in the study of higlwr
education March inn! Simon ( l95I1) talk iihout the "opera-
timidity" of a goolIlw extent to which thew is agreement on
the (alter))) for determining whether parnculor activities do or
do not contribute hi Mal goal. These authors iii)gtie Mai ()pull-
Ilona] goals am needed to encourage onips to act, util thol
groups will ilm)elop operational goals to replace yawn) or highly)
alistroct goals.

'no operalionality of a gual is not illwdys iimiv 10 deter-
iimviivtir. 1A11-iiii is nootip0 now in institutional goals

research au) coneerted hlui'ts to define more higher educalum
goals in operational terms. Then examinatiom of goal consen-
sus iirnong constituent groups could be related mow dn'eclly
institutional activities. This study was UI uttiulIlt in that chum-
Hum Ils success will he its uselulnmis in institutional planning
ilmidecisiononaking.
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INFOR ATION INPUTS TO DEG 7 ON' ON UNIVERSITY M SSION

Educators and administrators ane now well aware of
the drastically changing nature of the numerous exterl I forces
affecting higher education_ Familiar prognostications include
fewer students and fewer faculty: an increased demand for
non-traditiimal forms of education: continuing pressure for de-
velopment of &twine anti accountability measures: further
changes in the values of stialems and the public regarding the
approPriate role of higher education: and continued emergence
and growth of stale-wide coordinating boards which possess
decision authority over matters previously reserved for in-
dividual institutions.

How may an institution prepare itself in an orginzeiI
fashion to cope with this uncertain, but assuredly different,
future environment? The first step in "coping- is a re-examina-
tion of institutional mission. Universities can no longer assume
a reactionary mode of planning. Steps must he taken to define
more precisely the institution's role and scope, ils areas of
emphasis, the constituencies to be served, and specific program
outcomes and measurement criteria. In short, few institutions
can continue being "all things to all people,- And !his means
that we must move beyond the development of ambiguous
catalogue statements of goals to the formulation of specific oh-

tives for controlled growth and concentrated effort
The University of Houston is currently engaged in an

intensive. 18-month study of its future mission. From the outset,
two major points were agreed upon by members of the Steering
Committee: (a) goals, objectivesP and plans of action wen to be
established in measurable terms; and (b) where possible, all
decisions on goals and other elements of mission were to he in-
formation-based. Le., the various task forces established for the
study should justify their recommendations with data about
relevant external amt internal phenomena. Thus, the study has
a strong empirical orientation hy design and seek; to avoid
opinionated results.

Nonetheless, some misgivings were voiced when il was
proposed that final decisions on institutional mission are a
function of (a) environmental needs and opportunities, (Li) en-
vironmental constraints, (c) internal resources and capabilities,
and (d) internal values. The misgivings were not about the in-
herent logic of the paradigm. but rather about the -information-
based" standard which was set for the development of recom-
mendations about mission. One can easily identify data needs
and data sources with regard to the external phenomena men-
tioned, and one can, with somewhat more difficulty, develop
feasonable methods of assessing internal resources and
capabilities, it is considerably more difficult to assess values in
any systematic way, hut exclusion of such an assessment from
the process tends to place undue emphasis on data inputs
which are more easily quantified and manipulated. Thus it was
decided that internal values with regard to the desired mission
of the University had to be systematically surveyed and

Robert C. Shirley. University

analyzed to provide a complete set of data inputs for decision-
making.

The survey instrument clmsen for this purpose was the
Institutional Goals Inventoly (IGO, a tool developed by the
Educational Testing Service to assist colleges and universities
in delineating goals and &terming priorities for action. This
paper summarizes the results of the study and discusses bow
data on values can he systematically integrated into the process
of mission formulation,

Methods of Data Collection and Analysis
The theoretical framework fur the IGI consists of 20

-goal areas," 13 related to educational outcomes and 7 related
to educational processes. Figure I presents a short-hand
description of the goal areas.

The core content of the instrument consists of 90 goal
statements 80 of which are related to the 20 goal areas. The re-
maining ten statements each reflect a goal judged hy the Ede

testing Service to be sufficiently Important to warrant a
single item_ In addition to evaluating the 90 core items in the
IGL respondents al the Uniyersity of Houston were given 10
locally-prepared goal statements deemed to be a particular con-
cern to the University at this point in time. Respondents. were
asked to evaluate each of the 100 statements in two different
ways:

HOW important is the goal at this institution at the
present time?
How important should the goal be al this institution?

R_pspondents indicated their evaluations on a 5-point scale,
ranging from -of no importance- (1.0) to -of eXtremely high im-
portance-(5.0),

The IGI was administered to all full-time faculty, with
51%, responding (467 out of 913). The instrument was also ad-
ministered during regular class hours to a stratified random
sample of 1348 students which represented 7.5% of all juniors,
seniors, and graduate students, The IGI was also sent to 101
administrators at the director level and above, with 63 (82% )
responding. Finally, the instrument was mailed to 300 alumni
selected systematically from, the graduating classes of-1971 and
1972, with 51 (17% ) responding. Thus a total of 1949 usable
responses was obtained.

All data were collected in machine-readable form. "Is"
and "Should Be- mean values were computed:and rank or-
dered for each of the 20 goal areas, the 10 miscellaneous goal
statements, and the 10 locally-prepared goal statements for the
total group of respondents. Mean values were also calculated
for each subgroup (e.g., faculty, students) and for each college
of the University. Ono-way analysis of variance techniques
were then applied to determine if significant diferences ex-
isted across colleges and subgroups, if differences were ap-
parent, further post hoo stinistical tests (Scheffi5 and "rukey)
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INFORMATION INPUTS

were applied to determine the differences between slit. .qfic
subgroups and/or colli!ges. The results of this analysis are sum-
marized below.

The response rates olnained for faculty, students, and
administrators indicate that the results of the study can [IQ
generalized to thos popubmons as defined. Moreover, there is
strong reason to believe that the results are not merely lecal in

Figure 1

BRIEF DESCRIPTION OF IGI GOAk AREAS

Outco e Goals.

1. Academic Development (acquisition ut
knowledge, high intellectual standards, etc.)

2. Intellectual Orientation (attitude taward learning,
commitment to life-long personal develop--

. ment, etc;)
3. individual Personal Development (enhancement of

self-concept, identification of personal goals, etc.)
4. Humanism/Altruism (Social and moral concerns

related to the welfare at man, world peace, etc.)
5. Cultural/Aesthetic Awareness (appreciation of the

arts, etc.)
6. Traditional Religiousness (dedication to serving

Gad, etc.)
7. Vocational Preparation (training for specific

careers, re-training opportunities, etc.)
8. -Advanced Training (providing graduate and profes-

sional educational opportunities, etc.)
9. Research (conducting basic research, advancing

knowledge, etc.) .

10. Meeting Local Needs (providing continuing educa-
tion opportunities, trained manpower for local
employers, etc.)

11. Public Service (helping the disadvantaged, assisting
governmental agencies, solving social problems,
etc.)

12 Social Egalitarianism (oroviding remedial pro-
grams, assistance to minorities, etc.)

13, Social Criticism/Activism (critical- evaluation of
society and its institutions, orientation toward
change, etc.)

Process Goals:
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14. Freedom (ensuring bath academic and personal
freedoms, etc.)

15, Democratic Governance (providing for faculty and
student participation in governance, etc:)

16. Community (maintaining climate of openness and
trust, etc.)

17. Intellectual/Aesthetic Environment (providing- an
intellectually exciting campus, etc.)

8. Innovation (developing new approaches to learn-
ing, grading, etc.)

19. Off-Campus Learning (awarding academic cre2dit
for off-campus study, etc.)

20. Accountability/Efficiency (using cost criteri& to
evaluate program alternatives, concern forefficien-
Cy, etc.)

character, i.e., applicable only to the University of !Muslim.
The heterogeneity of the faculty and student body is such that
the resnlis should be generally applicahle to other large state
universities, especially those located in or near urban areas.

Goal Area Results
Figure 2 depicts graphically for each goal area the -Is"

and "Should I3e" means, rank ordered its terms of the latter.
One can visually compare discrepancies between what is iind
what should he across the varieus, goal areas and draw tenta-
tive conclusions as to the relative difficulties involved in mov-
ing to the desired slate of affairs. Referring first lo the -Is"
scores depicted on the left, advanced training is seen by lhe
1949 respoadents to be the goal most emphasized by the
lIniversity at this time, with academic develapment and
research ranked secend and third, respectively. None of the
lop-ranked goal areas are perceived to be of "high importance,-
however, indicating that the University's priorities are not clear
to its constituents. Surprisingly. no significant differences were
observed in faculty perceptions across colleges, and only minor
differences were observed across subgroups, Thus the "Is"
results indicate a fairly uniform view of the University and the
importance (albeit fairly low) whicls it currently attaches to
various types of goals.

The "Should Be" results depicied on tlui far right of
Figure 2 show that respondents believe a different ordering of
goals should guide the University's programs. Cmurna nit y
should lie the most important goal of the University, with in-
tellectual orientation and vocational preparation rankinl set
ond and- third, respectively. The first 14 goal areas listed are
deemed lo he of -high importance- to the University. Contrary
to the uniformity of perceptions observed under the "Is"
results, several statistically significant differences were, ob-
served in the -Should Be ratings. Among the more important:

Indergratinato students believe that greater
emphasis should be placed on the public service
and innovation goals than do faculty.
All students, administrators, and alumni feel that
vactitiotud preparation should he given much
greater emphasis by the University than do facolty.
lindergraduates and alumni attach significantly
greater imperiance to individual personal develop-
ment as kt goal than do faculty.
The faculty attach significantly less importance to
occountability/effichincy as a goal than do ad-
ministrators and undergraduate students.
13a111 undergraduate and graduate students helieve
that more emphasis should be placed on off-campus
learning. social criticism/activism, and social
egalitorianism than do faculty.

The discrepancy hetween the -Is" and "Should Be'
results deserve close attention in any. attempt lo determine tlui
priorities of the University. IA-raking again al the right side of
Figure 2, one -can see that, with the exception of advanced
training, thosre six goal areas receiving the highest -Should Be"
ratings tire also ranked in the top six insofar as the gap between
the "Is" and -Should-Be" scares. This finding helps lo simplify.
lo a certain extent. the task of priority-stilling by the University,
as those areas which ore deemed to he most important aro the
same goal areas where respondents believe the 111-liver:silty has
faded the most, Al the same time, the existence of some in-
stances of significant disagreement about priorities' make::
irade-offs inevitable.
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Figure 2

GOAL AREA "IS" AND "SHOULD BE" MEANS

0

t___LAti

L5 2 2.5 3 3.5 4 4.5 5
OF NO IMPORTANCE OF LOW OF MEDIUM OF HIGH OF EXTREMELY
NOT APPLICABLE IMPORTANCE IMPORTANCE IMPORTANCE HIGH IMPORTANCE
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0 = "IS" MEANS

0 -PSHOULD BE" MEANS
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Figure 3

MISCELLANEOUS GOAL STATEMENPIS" AND "SHOULD BE" MEANS

MISCELLANEOUS GOAL STATEXENTS

TO MAINTAIN OR WORK FOR A REPUTABLE STANDING FOR THI INSTITUTION
WITHIN TIE ACADEMIC WORLD,

70 ENSURE THAT STUDENTS WHO GRADUATE ACHIEVE SOME LEVEL OF READING
WRITING/MATH COMPETENCT,

.

TO St ORGANIZED FOR SHORT, MIDI, AND LONG-RANGE PLANNING FORINE
TOTAL INSTITUTION,

TO CREATE A CLIMATE IN WHIM SYSTEMATIC
EVALUATION OF PROGRAMS IS

ACCEPTED AS INSTITUTIONAL WAY OF LIFE,

TO CARRY ON BROAD AND VIGOROUS PROGRAM
OF EXTRA-CURRICULAR ACTIVITIES

AND EMITS FON STUDEWTS,

TO WORK FOR/MAINTAIN A LARGE DEGREE OF INSTITUTIONAL AUTONOMY IN
REIATIaN TO GOVERNMENT EDUCATION AGENCIES:

TO ACHIEVE CCOSENSM AMONG PEOPLE ON CAMPUS API THE GOALS OF TNT
INSTITUTION,

TO SYSTEMATICALLY INTERPRET TNE NATURE, PURPOSE, AN1 WORK OF 1NE

INSTITUTION TO cITIErtis OFT CAMPUS,

TO INCLUDE LOCAL CITIZENS IN PLANNINC'COLLEGE PROGRAMS THAT WILL
AFFECT IRE LOCAL COMMUNITY,

TO EXCEL IN IIITEROOLLEGIATE ATESTIC
COMPETITION,

1.3 2 ES 3 34 4 4:5 5
OF NO IMPOMANCE OF L°W OF MEOW Of HIGH Of EXTREMELY
NOT APPUGABLE IMPORTANCE IMPCKANCE ,.IMPCIRTANCE HIGH IMPORTANCE

SDI

"IIS1" MEANS

'VOID er MEANS 3 ri



Figure 4

LOCALLY-PREPARED GOAL STAHMENT 1IS AND 11SHOUID BE" MEANS

LOCAL OPTION GOAL STATEMENTS

TO STRESS EXCELLENCE IN TEACHING.

TO DEVE.OP A COXPEEMENSIVE FACULTY EVALUATION SYSTEM.

To sTREss Erg,LrxcE IN RERARCN,

TO PROVIDE OPPORTUNITIES FOR INTEGRATING A VARIETY OF HOUSTON AREA

EDUCATIONAL WORX-ACTION EXPERIENCES INTO 1VE UNDERGRADUATE CURRICULUM,

TO PROVIDE OPPORTUNITIES FOR INDEPENDEN/, SELF-PACO) EDUCATIONAL

EXPERIENCES,

TO MULISH AN ONGOINGTROCESS OF MUTUAL COLLABORATION IN 00AL- ETTUG

FOR INDIVIDUAL EACum HERDERS.

TO DEVELOP FACULTY AND STUDENT EXCHANGE PROGRAMS WITH FOREIGN

UNIVERSITIES,

TO,ENGOURAGE COLLEGES IN THE HouSTON ARTA To coORERATE IN TRE CROSS

ENROLLENT OF STUDENTS. .

TO DELIBERATEIY REDUCE THE FIRMING OP, OR DISCONTIMJT COMPLETtLY,

CERTAIN PROGPAMS SO THAT OTHERS MAY BE FINANCIALLY DEVELOPED PORE

RAPIDLY TO LEVELS OF EXCELLENCE,

TO PREFERENTIALLY DEVOTE A MAJOR pORTION oF via UNIVERSITY'S TOTAL

EDUCATIONAL RESOURCES TO THE PORE QUALIFIM STUDENTS,

a

1.5 2 2.5 3 35 4 45 5

OF NO IMPORTANCE OF UN OP MEDIUM OF NIGH OF EXTREMELY
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Miscellaneous and Locally-Prepared Goal Statement Results
Figures 3 and 4 prosont similar analysos for tho ton

miscellaneous goal staloments ;Ind Inc Ion locally-prepantd goal
statemonts Melodist in the instrumom.
As in tho goal arca results, it high dogive of Porcoptual wider-
mity %Nos observed ocross Skthgrimps and collogos with regard
Lii tho Is ()valuation. Severol important difforencos mint ob-
served. bowovor, in the -Should 13e- scores for soligroups:

Administrators place tugridicantlY more etup:=-7-,--
on the need for systematic ova/notion of prog---
than do studonts and faculty.
Studenls, iulministratots, ;mil alumni all (Mach sig-
nificantly highor imporlanco lo two particithir gOals
than do faculty: Iii devehtp a comprehensive
faeulty evaluation system and to provide oppor-
tu Hines for . . wark-oction
perninces into the undergrachmte curriculum.
Faculiy as 1 group fool that those goals should ho of
only "modinin whdo Slut othor groups
attach -high iMportanco" to both goals,
Administrators differ significantly from faculty with
rogard Iii iii omphasis which should ho placed on
the goal to stress excellence in teaching. Altiktugh
faculty ram this goal to ho of -high imporlanco," (hi;
moan Vatic! for administrators falls in Mit -ox-
Iromoly high impOrtance" range.
t.(,m,Ins,ro,ors and graduate/inefossional students,I

attach significantly more imporlaneo I() Ihit noed for
an Ongoing proce.ss of mutaa/ eallahoration iii
goabsetting for individual faculty mombeN than
do tho facility thomsolvos.
AdministricoN differ significantly from oll ollutr
groups with regard to tho iiillitiitililt.i Iii Ito tiloced
on reducing or discontinuing certain progroms so
Mot others may be developod more rapidly to
leve/s of excellence. Administrators attach -high
imporianco" to this goal: all other groups fool Iho
goill should hi of only -medium importanco."

Utilization of the Findings
Tho findings prosoniod ii ho proceding sections are

not exhauslivit, They aro roprosontative, however, of tho kinds
of insightS which (_tori be gainot I from conducting such a study.
Perhaps tho inost challonging task associated with research of
this typo is ensuring that Me rOStlitK MI! studied and ntilizod hy
tho appniprialo individuals inuhor groups, Al tho Univorsity of
Houston, a Stooring Commilioe was appointod to design and
direct tho total mission study. Nino Universily.wido task forcos
were appointod and report directly to Iho Steering Commince.
Of the nine task forces, six aro "gold-orionted- and throe are
"rosourceeriontod." Thut six "gooloirionted- groups (nit
charged with dovoloping goals and objoctivos for the following
ontcomo ;Incas: intellectual doVelopment of sludonts, comer de-
yolopment of students, porsonal/social development of stu-
dents, public servico and community iloyolopment, lifolong
learning, and discovory and applicotion of knowlodge. Foch of
Ino six groups is oporcting on the plimiise that goals me a func-
tion of (a) environmental neods and opportunities, (h) environ-
montal constraints, (e) internal resources and capabilities, and
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(d) iolirotl values. Tho ()trin, of Academic Planning supplies
(Iola of an onyinmmenlal nature: dui !Moo -rosonrce-oriented"
task forms supply data on. aneroid rosouries and own
aml Me results of Mu IGA doscrihod briefly in this paper con-
shim), the major sourco of dam on intorno! values. Tho IGI
mesons have hoon supplied, of course, in much grislier doloil
than was possible in this paperovon lo the extent of itom-hy-
Com results and calculations of statistical significinice tests.
Each of the six "goal7orionted- task forcos is, thus, abht to
determine not only the bends and valnits of tho Univorsity's
constituencies and points of potential conflict, but also doler
mino if those values ore consistent with other oxtornal imd in-
ternal phenomena of more tangible character. At tho same Milo,
the Stooring Comminoo lor dm study is using the IGI data as a
hommotor iii inslitntional valuos and as a moans of comparing
its own values with those of the larger University community.
This approach leads to greater awareness of (MO'S OWII values
(Ind Moses. ihus enticing boner decisions as well ts More (11)(M
communication and constructive contli(

The rosults of the IGI should he t.xeoinoly useful to an
imititntion in setting prioritios for action and determining autos
of emphasis, key ingrtslients of any stammont of mission.
When utilizing Mc results in this manner, (Dor points aro im-
portant. First. the -Should Po scoro of a particular goal-onto or
nom indicalos, in an absolute sonso, the tonouni of impirtanco
which should he altachod to tho goal Mc s. all goal awns
and/or items with "Sliouhl I3o- scores in -Le high imporianco-
or "extirinoly Ingh importance- ranges ,l-si=t've close attention
in decisions mi prioritios. Sitcom], the fact that most, universitios
aro constrainod by limited resources nocossitams a ranking of
goals to determine rho rehitive tworla um ()leach ii5 porceived
by the university community. Third, ono must oviduale Mit dis-
crepancy holmium Mr "Is- and "Should lio- scores accorded a-
particidar goal. As Was indicated (sirlior. the study rosults cit
tho University of I !oilskin rovealod a high corrolation botwism
dui "Should lio" scoros and tho discrepancy values. Thus the
task of priority.soning is simplifiod, to 0 groat oxtent, when
those goals judgod to lie most linporiant are also those whore
the inslitution is percoived have &Clod the inosI, Finally, one
must realize that docenons on priorities ithist talc) ink) account
oxternal and internal phonomona other Ilion values alone (o.g
guidelines of a stolit-wido coordinating Boon!, strongths and
witahnossits of faculty). whilv extromely important, in-
ternal valuos most lie vutwed cs only ono part of the total infor-
mation sot nocessary to support doersions on mission.

Summitry
`I'his paper has briefly doscribod the results (il a study

of institutional values and how thoy may ho initizod in a larger
study of university mission. The findings revealed it high
degree of porceptual uniformity concerning the unisonl goals
and priorinos of the Univorsity, hut significantly less con-
vergenie of values with regard to what should be the goals.
Specific instamos of disagreement were citod to illustrate how
such a study con reveal points of divergence on major issuos
facing all universities. Finally, tho papor pointed out the man-
ner in which the ritsults aro bo'ritt utilized al one institution, the
observed benofits, tied 'linos nir utilization of the
results in priority,sete



THE INSTITUTIONALIZATION OF INFORMATION SYSTEMS:
OR, WHAT WE NEED TO LEARN BEYOND NCHEMS

There is certain glibness ahout the way institutional
researchers, computer specialists and like-minded brethran
refer to "information systems.- They have bmorne our life
blood; and we are, by and large, so convinced of their neMtis it y
for institutional survival that we spend our time discussing
ways of making them better, on the assumption that the term is
somehow consistently self-defining= and will without questibn
serve us with pertinent, reliable, and useful end products.

It works if we move in environments that Ore receptive
to our underlying assumptions about managerial processes and
decision-making, and if we have the lime and resources both to
have thought through .our operating problems and to have
designed responses to them. But most of us. I suspect, do not
have these advantages. Our environmentsand I include in
them not just the confines of the campus hut the external
arenas in which campus intentions must be thrashed out in
order to achieve the blessings of whoever "out there"' holds the
ultimate power of endorsement over our plansare not always
receptive to a well-ordered (as we would define it) managerial
process: Additionally, we are seldoM staffed to develop infor-
mation systems that are geared to peculiar administrative struc-
tures. We either muddle through or rely on someone else to do
the work that we can then import or copy: and we trust that our
results will somehow address the needs of our environment.

In these 1:ircumstances our basic Orientations have
been toward the development of processes. My purpose here is
to suggest that we have been led to understate the scope of -in-
formation systems.- particularly as they relate to the analytic
functions of institutional research. What we have imported or
copied -from the technical experts as information systems is
likely to be a finely-tuned middle segment for analyzing cam-
pus activities. It has come to us with no beginning and no end
and is, thus, disconnected from our real world. I wish to ad-
dress this connectional problem from the experience of one
campus that has attempted (and with modest success) over the
past five years to institutionalize the analytic products of the
National Center .for Higher Education Management Systems
(NCHEMS; viithin an ongoing process of information prodbc-
tion and exchange. By describing our efforts to construct the ap-
propriate connectors in our world, I hope to illustraie. Some of
the pitfalls facing both production and use of NCHEMS reports.
.and to suggest finely-tuned though il may be,-thaithe analytic
process needs to be reconsidered.

The background for our experience in information
systems has been the development by Central Staff of SUNY of
vorting procedures for various classes of data. Two principal

reporting mechanisms have been involved: the "traditional-
questionnaires focused- on demographic data about students
and faculty; and more recent formats by which we describe
course enrollments and class schedules for the purpose of

Dwight C. Smith, in, State University of New York at Alhany

analyzing departmental and faculty workloads and instrnc-
tional costs. The two mechanisms have been developed by
separate. parallel offices in SUM% but because both off iCes ob-
tain their data from the same source on virtually every cam-
pusthe 'Office of. Institutional Researchthe results are
generally conSistent and compatible within each campus.

Our demographic reporting requirements need little-
explanation to institutional researchers. They are structured jo
meet historic dala needs of both federal and stale offices of
education. The reporting requirements of the two agencies vary
in small but sometimes significant respects; those differences
are Met by a complex though reasonably straightforward
system of reports from the campus that permit the Central Staff
to realign aggregations of information to meet varying informa-
tion requests. But -truditional- does not always mean
"routine.- Our campus hos more than doubled in size in the
last decade, and our mechanisms for obtaining, storing, and
handling demographic data did not grow as rapidly. Kir several
years we were hard pressed to provide reliable and timely
data. We learned to accept vwying levels of ambiguity, and to
live with the notion that -feeling comfortable- with an estimate
that had to be constructed from minimal real data was a ntore
Useful stoney than anxiety over the absence of precision. We
are now well into the process- of catching up with the world,
though we cm note that the struggle is never-ending. As our
computer reEburces have become more sophisticated, we have
changed our systems for maintaining both student and
employee r.iconls: Those changes have been accompanied by
promises of a bright=if not bravenew world ahead; but our
sense of "progress" toward it has occasionally faltered as the
developmental process pe`riodically consists of two steps for-
ward followed (in random sequence) by one to three steps
back.

Workload reporting requirements have had a shorter
history in SIJNY. Beginningin 1066 Central Staff began collect-
ing course enrollment nnd faculty leaching assignment data
from the campuses. The reporting structure was a California
import, and thus it shared genealogical roots with the 'programs
later developed and ''circulated by NCHEMS. The kindest
assessment of the original system would be that it showed
promise, but that it could not deliver. Campus data systems at
that time were too diverse; budget allocations and teaching
assignments could not always be matched; the time lag be-
tween submitting data from the,eampus and receiving analytic
reports in-return generally oifit&ded 15 months. As a result, no
one on campus ever paid much attention to the workload
anals project, though there was considerable anxiety gener-
ated over the ways in which it might he, used. Inability to
deliver may have been a silent blessing, since the analytic soft-
ware was not (ind. as it turned out later, could not be) docu-

.
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(mnted, Fortunately. that analytic system fell into the hands of
staff able to address its weaknesses, anti its successor report,
the Course and Section Analysis (CASA) tain now be obtained
on campus in a reasonable time period and with a degree of
reliability that is limited by the data anti not by the software)

We began looking at the analytic software of NCHEMS
al ihe time when our confidence in SUNY analytic pmcedures
was at its lowest point. Our first gliMpsti occurred in the Spring
of 1971 when the Cost Eastiolabon Model (CEM) was -brought
up" on our UNIVAC HOB. The effort was directed then at a
Qintral Office-sponsored demonstration project that would use
data from one of the four-year campuses of SUNY. Thal project
never did pan out, hut our campus inherited the GEM software.
During 1971-72 we experimented with it to the point of produc-
ing indeced Cian-se Load anti induced Work Load matrices and
a direct instructional cost repot- lin our Fall 1971 enrollment
data, -Our endeavors were for testing purposes only. We
learned that the programs were operable on our data. We also
learned that the IWLM matrices were too small for the number
of disciplines and majors al Albany (a handieap we overcame
by aggregating slime related majors'aral dis(:iplines so as to fitthe matrices). And we learned that fiseal data requirtst for the
model was not easily obtained at the campus level in New York
State,

In 1972 the 1,6 version of the liesource'RequireMtmts
Prediction Model became available, antl we added ils programs
to our library. As a result. we were able the following Spring to
run a new IWLM analysis and direct instructional cost reptirts
for each discipline anti major. This time the matrices were bigenough: but it became evident that displaying one semester of
enrollments against a full yoar of costs (however they might lie
obtained) Was misleading, particularly when we were aware of
enrollment swings of up lo 20% from Vail to Spring in certain ..
academic units:' Consequently, we laid plans fOr developing.,at
year-long data base the following year against which direct Irt:'''''
slructional cost analyses might be run,

As we were about to plunge into the edit process ftir the1974 Spring semesier, our plans were superseded by a new
Central Staff-sponsored peoject aimed at lu inging the Informa-
tion Exchange Procedures (IEP) trackage of NCHEMS to
SUNY, The result was another year of testing, though this lime
it was a cooperative effort among the five doctoral degree-
granting institutions in SUNYz directed al a more widespread ,and, in the long run, potentially more compatible series of
analytic activities, During 1974 the project's objective was to
lest IEP programs against available 1973-74 data with_ the ex-
pectation that during the Summer of WM wo would rriilrbb I

process "for rtsill with Ihis year's datathat is, tc produce.
numbers that coal I be used to reflect publicly the status of each
campus-from a c A accounting point of view.

ilecause e had already initiated plans relating to
1973-74 tialat tht Albany campus entered the project on the
basis of utilizing, CASA rather than cost analysis software of
IEP. We did so l'ir four reasons, First, it was available and we
were familiar w th it: and since it represented neariy a decade
of development I investment hy SIINY, we felt it would be a
mistake to at;anlon it before its potential had been tested more
fully. Secondt FASA already had operational roots in SUNY
and did not !lid testing per se, its'direct cosl outputs are ac-
cepted and utpized liy the Stale Division of the Budget, and
glimmerings or campus interest in its products could be seem
Third, we were already obligated to produce data for CASA.
and we WVII! not convinced that the development of (warhead
and support calculations at the program levellhe primary out-
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put obtainaide from the NCHEMS software and"nol from
CASAwas sufficiently important, to warrant i sectind
analysis of the original dala, Fourth, We assumed that dileiriTar
testing period the campuses jointly might learn something more
from a comptirison of different analytic precedlircs than what
might be learned by conforming to klentical routines.

VVe have not yet taken the time to make !hal com/
parison, and I suspect that given the budget crisis now facing
us we may not be given a chance for such an intellectual in-
diligence. Nevertheless, our experience has illuminated several
characteristics of the analytic prixtess that descrve alien-tion from instiltitional researchers befony sArrander com-
pickily to external] analytic regimens.

Meanwhile, we have evolved a series of reports for in-
ternal consumption that utilize the results of our information
systems, Demographit, data is consolidated into a.al -campus
profile" that we prepare about two:thirds of Ihe way through
each semester, The Fall prrifilo is the larger orie reflecting the
fact that we are required tofteport externally in greater detail at
the beginning of the acatilemitt year, We began our profile
series in the Spring of 1971; when we sensed that our abilities to
obtain and store data and to produce statistical summaries hadboon to catch up with the campus growth of the previous five
years. The profile is primarily a reflection of reports to Central
Staff: it also bears-a rough resemblance (obviously: they dealwith the same data elements) to the non-fiscal portions of the
Information Exchange Pt-tic:slums package that NCHEMS has
been working on. In each case, however, data is reformatted
for releVance lo internal proltiems. The report of majors by
class year, for example, is structured around our academic
organization, rather than a numeric sequence of IIEGIS codes:the report on geographic origins of students is strut:lured
art_iund New York State geography anti the State's designation
of i ps," rather than a an alphbetical listing of ctoinlies. The

le distrihution on campos and is probably the
major reason for al significant drop in the number of mils for
discrete pieces of information that used to provide one of our -major distractions.

Obr internal experience with analytic data has a longer
and more evolotionary history, beginning with al -Departmental
Workload Analysis- (DWA) that pulled together for each
acadentic unit its Fall leaching loads course enrollmlints,
the -bottom line"' in each case being a faculty-student ratio.
This report s6ries began in 1900 in response lo (ha Central Staff
project for reporting course enrollment and teaching assign-
ment data that wits mentioned earlier, That project had begun
with data concerning the Fall of 1960: after receiving the
argdylic results of that project in the Spring of 1966 and reflect-
ing on what might happen to the balance of power in SUNY if
offices elsewhere knew Tore about us than we did, we ctm-
eluded that a parallel internal report was necessary;The least
we could do for our deans, we reasoned, was to alert them to
the data being sent elsewhere and to the consequent percep-
tions of campus activity dial might result.

11 .should be emphasized that the Departmental
Workload Analysis tamtained no cost data,- We did nol report it
to Central Staff: and our ol.vn personntil records were largely
manual and incapable of providing internal cosi information
with any degree of wliability.3 Nevertheless, our internal
reporting structure continned with minor adjustments through
the Fall of 1973. II has now been superseded by a -Program In:
dices" report that incorporates a num. or of suggestions (ari'd
complaints) from deans and ,department chairmen. New data
items include a tenure-oricnted rather than rank-oriented
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description of faculty; a summary of ilegnies awarded as isle
iichttiliic iii mut outcomes: an analysis of attrition (between the
enrollment eporling dole ;Ind the end of the s('mester) as
another outcomes imlicalue and direct nearticeonal costs. Most
unportantly. hi wever. in response to a major (dejection from
tad vorkload andienee, the nevised report provides- a Ove-year
seminary of Lunt activities. The result is an emphasis on
longitudinal development rather than mess-sectional com-
parisons. That shin in emphasis was intended to rothice a level
ii interunit lonsioo Mal had been iii iminneolional hy-produet

Ifse old Departmental Workload Analysis. Cross-eampils
comparisons am unfair said deans and chairmen. They ignore
differing rates of development in individiial disciplines.
dillerenees liii me inherent (i11(APOIL many of
them ;me deliberate) in a university center regardless of ils ago.
They imply that program status depends on what has hap-
polled in other disciplines rather than whal each academic unit
has done with the resources availahle to il over a period of time
And the' sirecture of 1 muss-cat-111ms analysa; lhal is not sensi-
tive lo sech quahhcanons suggests thin Os potential uses ore
negative nd pomlivo.

The Program InthOoti for 1974-75 were chstrihuted
earlier this month. It is too early to tell whether our new report-
ing formal iNill.serve the campus community holler than the old
one did. The use of information systems is as much a function
of the environment as it is a byprisluct of the systems them-
selves. If the old Departmental Workload Analysis was limited
in ils function, the cause may lie in the limes; we had more ex-
ternal support for growth then, and were not as pressed to
assess productivity and resource management. As that condi-
tion has changml, we hope the Program Indices will become
working documents. We can note at least one unanticipated hut
certainly appropriate use. however; the Indices haVe been a
significant source of information for a faculty-comprised Select
Committee on Academic Program Priorities that was appointed
this past winter to review Albany's doctoral programs.

Three observations are implicit in this summary of
Albany's experience. First, the primary focus of inforMAtion
systems designed off campus has been on providing data to out-
side users. Second, reporting formals have been designed by
Outsiders with their own questions as the primary focus. Third.
demand for our products has boon increasing steadily, but our
resources lend to be limited both for the genehtion of.our own
systems und for responses to data requests from multiple
sources.

1 suspect that the Alhany experience is not unique and
that other institutional researchees (particularly those on the
campuses of multi-unit public systems) could describe similar
histories. To the extent that my preliminary observations may
thus reflect a wider base of experience than one campus, we
are faced with a pair of dilemmas centering on the prohlem of
priorities, but extending from them inlo some fundamental
questions concerning information systems and decision slam-
tures.. The campus IR person must decide the extern to which
he is a functioning member of his earripus commOnity. respon-
sive to ils information needs, as distinct from being little moni
'ban a conduit in situ for the information needs of external
bedies. At the same time, external systems designers and
operations oversiaersthose Who give us the tools and those
who want them to be usedmust determine how best to-re-
spond to,queslions posed for state or national audiences while
relating their requirements for information to theeperating con-
text of the campus.

The private, self-contained college is in a position to
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numinize Mese dilemmas hut for the rest of us Ific s Ira ler
viable compromises is lough. We have solved the internal
dilemma by aissioning that (air primary mission is to meet cam-
pus needs. To fulfill that mission our ohjective is a series of in-
ternal systems that will produce the numhers we need (hoth for
demographic and analytic requirements) as automatic hy-prod-
tots of ongoing administrative iictivil us). With those systems we
would concentrate on defining and answering questions rele-
vant to campus authority and responsibility. If we achieved
those goals I would conclude from a campus perspective that
we had -Institutionalized- our information systems. If in that
process we also generated the data that external bodies would
like. so much the better; lito their needs Oin8t lako second place
to our own.

le he sure, this is an extreme statement of a ix sition
that we ciiidd not maintain in practice. There will be coin-
pmmises as we produce data fm external purposes lhat will
obviously strengthen the campus position. I3ut how far can we
compromise i.vbile maintaining the integrity of a campus ad-
ministration, Can external agenciesdemand more and more of
us. using implicit threats over our heads for noncompliance to a
point INI1V11! We ;me unable to support the campus that hined
es? Our effectiveness could easily Isecome a function of the
sensitivity or external agencies to information ntsols other than
their own.

It is within this hypothetical context that we can return
to what I consider as my opening question: to what extent will
NCI-I EMS products assist us in institutionalizing an information
system? To the extent that it falls short of the goal, what more
do we need to know?

I began by asserting that NCHEMS products have hod
only partial success in ;addressing our systems goals. Such crin-
cisth is cheap; what are my alternatives. II woukl be`

presumptuous of me to answer that question directly, even if I
had a good answer. Instead. I would like lo suggest in brief
fashion what appear to me to be six stumbling blocks to the in- -

stitutionalization of NCHEMS-systems; and to propose im ap-
proach hy which NCHFMS and campus-bascd IR persons
might collectively work to remove them.

1. An elegant set of pnigrams may look impressive, but
they are not worth much if the campus cann6t obtain the dida to
run them. Data element dictionaries may clarify data needs, but
they cannot guarantee that the data will appear. Who really
teaches a particular guided reading course? How capably and
reliably do multiple admissions officcs on campus provide per-
manent student thine how does that data flow relate to the
Registrar:s records of course enrollments or to the Bursar's
records of tuition payments? Some of the data flow questions
aro so mundane that we may find it hard to believe that they
represent problems; but meshing thorn on n complex campus is
no mean feat. A campus may have great talent for analysis, but
unless enough attention is paid to all the details inherent in the
data, it may be incapable of producing consistent reports.

2. From the campus viewpoint, one of the least crod-
Rile goals of NCH EMS'may be its search for comparability. The
pitfalls of comparability have been described at length at prior
institutional research meetings. hut the message apparently has
not penetrated. I will lie grateful for data from another campus
that makes mine look good; Init on the whole, I am more in-
nerested in what has happened over a specified Mate span to my
own campus, or college, or department than I am in how I ap-
pear in some respects (usually dollar-related) when compared
with another institution or program whose academic strategies
may he unknown. Questions of comparability may have a
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superficial appeal au campus. as a substitute for knowning
iNhal is really happening at each unit heing compared, Inn for
the campus IR person the hest possible outcome of data com-
parison woud he for it nol to occur at leatil 1101 1111111 a
system has first been proposed that strengthens the campus
ahility to uoderstand and manage itself in its own terms.

3, A potential advantage perceived in centralized do-
velopirient (as in NCHEMS) of sysimus is thin il IMAM ovoid
some costs of individuah tailor-made system. Tho solution has
Nam a comprehensive, global one, capable of answering vir-
Molly every question. But not every campus needs the global
solution. Ils needs for information might he specified arbitrarily
as being -worth- 10% tif all the questions that might be asked:
should it lam required In run all WO% in order to ii:huvi It, ?
It might be Mal mon: effective approach woukl he the devl-
opmern of a series of smaller problems for which -hand-held
models- would provide sufficient data.

4. The concept 11 I II0. soamons has often heen com-
bined with thn ability to work with largo 1Flasslis of data into a
system concept that inisumes external questions should he
allowed to work with the same data hose as the compos. The
inevitable result is encouragen ent of second guessing and a
conscqunt erosion of campus authority. Should the outsider he
allowed to revimy All our Ludt data, and thus have the oppor-
tunity to ask any question aist because he has the _computer
capacity to do so? Or are there SOITIO levels of ditto (and ques-
tions) to which thy outsider shouht not have access.

5. Closely relined to Ihn pmblems of comparability and
a liinitcal scope for questions is the matter, of decision struc-
tures. Not all campuses are alike. Aml the reasons for
difference may lin well beyond higher education. The self-con-
tained, independent sciaml hos a market Ily different concept of
cainpus decision-making than the Linn that is part of a puhlic
system. Even within the sithset of public instilielms there arc
variances in fiscal autonomy that hear directly on what the
campus can dncide and. consequently, what information it can
use. 'Fhe SUN? campus, for example, operating with a
modified line-item Midget and under strong pre-audit and post-
audit controls from the State Controller's office, has on entirely
different sense of its authority and its scope of ultimate tudg-

mem than, say, a Big Ten institution. Our deans have hult: or no
incentive for looking at cost data beyond the dollars dinictly
associated with their own instrucional departments and, for
them, -full cost- is irrelevant.

0. 'Hie recent history of higlun educationfrom which
current concepts of cost analysis have heen drawnhas heen
characterized hy,steadily increasing and a focus on
dam Mot would support increased 131:iii-ts. lt is evident that inthe nikldl-range future, uniyersiL:s i4cmomally can expmt
reduced enrollments to be the rule 'File NCHEMS program
cosi system is not hounde0 hiy co:is:iterations of growth:
decreased enrollments can be protected and simulated just as
easily as increamils1 enrollments. But before we assume the
some analytic structure shook! he applied simply because it
con he applied. some attention needs to he given to the whin:
of institntional management in times of decreased demond.

My exposition of a "campus viewpoint- may bring
nothing hut frustrotion to the outside oliserver who has had
enough experience already with ohyious questions nd elusive
imswers. 1 wiadd argue, however. Mot though it may sound
frustrating it provides Me only practical iipprooch for all of us.
The imiskler may be ki capture a lot of numbers. Ian he is
nut going to i(et much usefill data until the internal needs of the
campus have been satisfied. The solution to insunitionalization.
Own. lies in a restructuring of system prodocis away from ex-
ternal needs as the primary consideration mid toward the inter-
nal problems of the campus.

Put ore we hock km Me inefficiencies of tailor-made
solutions'? Not necessarily. The alternative lies in an appropri-
ate sequence of questions. We have been asked lo begin hy
assembling data on the assumption that the availability ()Isom:
isaentitil iinswers will encourage the developnumnt somewhere
of the -right- questions. Instead, we need to develop a pro-
cedure by which the cimmus could assess the nature nmr its in-
ternal deciskin probhmms first, and then be given some advice
on priorities within an information system concept that will ad-
dress its needs. The results might not he its neat and pretty as it
skillful programmer is entitled to expect. but they-ore likely to
he more effective.

1; ho Analysts ot Fall Ow) entollmenh and workload dui not watt) thu i ampo% owl! the Sitting in 1968, and even then a ontained nn cod data. Incontrast, .ve were able lag week to dearthute a teprnt to (Jur dean% that puler:tett t he. year (firer I tura rur-tional (lists, based of i Om kill CASA teprms Matsve received in tale February and a prolumnary anlpurr ,mairas ill Swing corollments,

-Jute four unlyveaty centers at Albany, litngharaton, (Waal() and 'Arany (kook and 1hy Si hiupot Oi Forestry al Syracalw. COoperativepropTt 1)011 around 1E1' ',Nene Undertaken by a group of -iour=year it ubIi'gu' ii SEJNEY arta by die Slate's community cri;leges

We later learned that Coniral Staff was priValely WIWI-110g falai wpitit iuu hi 11101( salary mosters In an yaw iii genetate cous ser telly [dorsabounded; Once sve surmounted the patanota unplicit iii he itrugutuil po,(viiiiie We Were ablY ollod Wyly 10 (levek*li reViSed !Humility*, lhal Clow !WY-duce more reliable inst rim lama! coNI.s

3 8 0
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STRATEGIES FOR ACCEPTANCE AND UTILIZATION OF SIMULATION.
MODELING AS A MECHANISM FOR FACILITATING STAFFING
REDUCTIONS: A CASE STUDY

-Thy Great Table.- a poem by Laughlin (1974). ought
to lj . required reading for every institutional researcher. Ii tells
the story of th young instineimmi researcher who builds rho
Great Table" only to have his president ask, -Where is your
headr and demand something that could be -understood.-
Laughlin summarizes the moml of his epic as, "fie sure to com-
municate with those who need the data to whom you are going
to feed.- The farther institutional research progresses, the
greater the moral of Laughlin's poem becomes an imperative
consideration,

The ability to virtually inunilate those who need with
reams of what should be meaningful management information
exists on many campuses today. The closing of the gap be-
tween institutional research ability to produce management in-
formation and the willingness on the part of academic and

_other administrators to use such information in decision-mak-
ing is the primary issue facing institutional research today. The
following paper is a case study of the strategies used to narrow
the gap on one campus try stimulating the use of simulation
modeling.

In November 1974 it became apparent that Concord
College would be required to reduce its staff by approximately
17% ever the next 2 years in order to insure even minimal
faculty salary increases in 1975-76 and 1976-77, The College
had recently undergone administrative realignment based upon
the Likert Linking Pin theory! and the management team con-
cept.z The President determined that the staffing decisions
wbuld result from a task force composed of himself, the Vice
President for Academic Affairs, and the six Division Chairmen
supported in a staff role by the Coordinator, of institutional
Studies.

The Office of Institutional Studies had existed on the
campus for three years and produced each semester a series of
automated reports relating to enrollment, student credit hour
production, and so on.' The data had been widely distributed.
but little used by anyone other than the central administration.

As the gravity of the staffing situation became apparent
in November 1974. the President asked for a proposed plan or
sequence of steps for reaching the necessary decisions which
would (a) encourage active participation by the Division Chair-
men and4b) bring to hear on the problem the best management
information available. The plan proposed incorporated, as a
key ingredient: the use of simulation modeling utilizing the Na-
tional Center for Higher Education Management System
(NCHEMS) Resource Requirement Prediction -Model (RRPM)
1,6,

Along with the proposed plan, the Coordinator of In-
stitutional Studies forwarded a copy (AA Blueprint for HRPM
1.6 Application (Huff & Young. 1973) and reported on a
siMulation exercise which had taken place at Concord College

/hp Nhthols. Concord Colleg and
Bluefiekl Stole College

the previous year. In that exercise the Division Chairmen wore
asked in (he Fall 1973 to project course enrollment and student
credit hour production for the Fall Semester 1974, Paralleling
their effort. the Office of Institutional Studies conducted an
iteration of RRPM The results and comparison of the Iwo
approaches to-projecting Fall 1974 student credit boor produc-
tion by division are shown in Table 1.

After Some consideration the President aceepted the
proposed use of simulation modeling. When questioned after- .

wards concerning why he had chosen to accept the proposed
use nfithe relatively sophisticated and unfamiliar management
tool, he replied that he wanted to reach the decisions as objec-
tively as possible and wished to take advantage of the sitnula-
Lion modeling capability which had been demonstrated. In ad-
dition to these reasons, if must be indicated that a basic pre-
disposition toward acceptance of a -management" philosophy
existed within the President.

Simplification and aggregation to the highest
meaningful level wore the guiding principles in selecting the
data to be provided to the participants. Because positions wore
the ultimate decisions, neither faculty salary nor faculty rank
were included in the model:Support personnel, academic ad-
ministrators. Sepplies, and so on were also deleted so that the
focus of the model was on teaching faculty pOsitions.
Originally, four course levels were compressed into upper and
lower division courses. However, initial use of the model with
the participants indicated that the use of the model should be
shifted to one course level.

Several aspects of the situation al -Concord College
precluded use of the RHPM 1,6 data displays. While RRPM 1,6
produces an excellent summary by organizational unit (dis-
cipline), it does not provide a single page report showing the
effect acroi;s each organizational unit of changes in different
variables. Additionally. RRPM 1.6 multiplies a calculated or in-
put numbi-r of Full Time Equivalent (FrE) faculty positions by
a given average faculty salary to provide a total instructional
budgeL.At Concord College the approximate total instructional
budget for 1975-1976 was known: however, needed was the
effect on average faculty salary of various staffing alternatives.
For these reasons, and to overcome some apparent reluctance
to work with -printouts," the format displayed in Table 2 was
used by the participants.

The components of the data format which the partici-
pants used in their discussions are as shown in Table 2 and ex-
plained below:

1. Projected Student Credit _ours, Pall Semester
1975: Using RRPM 1.6 various mixes of student
program enrollment were driven through the Fall
Semester 1974, Concord College.- Induced Course.
Load Matrix to result in projected student credit

7
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STAFFING REDUCTIONS

hours by organizational unit in the Fall Semester
1975,

2. Organizational Unit: The familiar pt Horn of institu-
tional organization lw discipline/department and

3. Productivity: The number of sloth-int credit hours
produced per fulldi:ne equivalent faculty position.

4. FIE Faculty: The humbei of full-lime equivalen1
(FIT) faculty either input or &lived from a given
iteration of the mode1.4

5. Difference from Fall 1974: The difference betwom
Ihe "FTE Faculty" under considemlitm in the itera-
tion and the number of fiTE faculty teaching in the
organizational unit in the Fall Semester 1974,
Stuffing Cutts:min ts: Remained constant through all
iterations and resulted from guidelines lihiptt!cl as
policy by the West Virginia Board of Regents. FTE
distribution of the faculty was based upon the orga-
nizational units in which the faculty taught in the
Fall 1974.
a. Termination us of May 1975: The number of

yrE faculty inembers in an organizAonal unit
who 1bl-thigh notificalian by December 15, 1974:
Marvb 1, 1975: or through some stipulation (one
year contract, terminal (:ontract, and so on) in
their current contract could be terminated as of
May 1975.

b. Termination as of May 1976: The number of un-
tenuret1 17TD faculty members in an organiza-
tional unit w ho hail bet-in emplOytid for longer
than two.yars ;old required a full year notice.

c. Minima: The number of FTE faculty leaching in
an organizational unit who held tenure. It was
determined early in the discussions that those
faculty members holding tenure would not he
terminated.

7. Resulting Average Salary in Instruction: Dorived
by dividing the College Total FTE Faculty resulting
from an iteration of the model into the approximate
amount of funding to be available for salaries in
1975-76.. Percent:1w: in parenthesis relates this
average salary to the same figure in the Fall
Semester 1974.

With the institutional situation and components of the-model
estahlished, a consideration of the strategies utilized to facili-
tate acccptanee and use of the simulation modeling technique
are next dealt with in some detail.

Projection of Student Credit Hours by Organizational Unit
As a key in the determination of faculty staffing, it was

assumed that the ability of the model to project student credit
hours by organizational unit would be the aspect of the model
most vulnerable to skepti,_:ism. Accurate projections were de-
pendent upon (a) the accuracy of the institutional enrollment
projection and (b) the ability of the model to distribute the total
institutional student credit hours to the organizational units.

Surprisingly, little skepticism or questioning of the
model's projective ability was put forward by the participants
in fact, possibly an excessive degnie of credibility in the
model's ability to project student credit hours by organizational
unit was attributed by the participants. An example of such a
situation occurred early in the process. The Division Chlirmen,

Table 1

STUDENT CREDIT HOUR PROJECTIONS
CONCORD COLLEGE, FALL SEMESTER '1974

DIVISION
ACTUAL

FALL 1974
SCH

PRODUCED
_

DIVISION CHAIRMAN
SCH ESTIMATE ERROR

_

ESTIMATE (a)
ERROR %

RRPM 1,6 SIMULATION
SCH ESTIMATE

MODEL (b)
ERROR ERROR %

Business & Economics 3398 3006 392 11.5% 3196 202 5,9%

Education, Health, 4223 4577 354 + 8.4% 4325 102 + 2.4%
& Home Economics

Fine Arts 3722 5436 1714 + 46.1% 4051 329 + 8.8%

Language & Li eralure 3201 4030 829 + 25.9% 3525 324 + 9.2%

Natural Sciences 5083 5868 785 + 15.4% 5042 41

Social Sciences 5217 6187 970 + 18.6% 5500 283 4 5.4%

TOTAL 24844 29104 4260 17.1% 25639. 795 + 3,2%

(a) These estimates were made in the Fall Semester 1973 by each Division Chairman.
(b) RRPM 1,6 Simulation Model run was made in Fall Semester 1973 on a projected HI enrollment of 1709 students.
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in an effort lo bring their judgment inlo the student credit hour
projection aspect of the model, were asked to estimate on a per-
centage basis the distribution (if Fall 1975 lower division (fresh-
man and sophomom) student majors. They were supplied with
shnilar data for Fall 1974 and it was hoped that their closer con-
tact with the students would ryermil a -judgmental" input ink)
shifting institutional student maim selections. Approximately
half of the Division Chairmen wmmented that they felt that this
was something hest viewed from a -statistical- viewpoint by
the Office 1 Institutional Studics and one refosed to provide an
input lutcause he was "new her() this year and would foul up
the process.-

Jim Nichols

Why was this potentially veiT controversial issue
avoidetP Relative credibility was achieved as a result of several
events. FirNI the institutional enrollment projections provided
by the Office of Institutional Studies since ils establishment had
proven considerably more accurate than powious projections.
Second, the previmis year's experience had illustrated the
simulation nmdel's ability to project with reasonahle accuracy
the distribution of student credit hours by organizational unit.
Third, the model served I() "protect'. the Division Chairmen
from the rampant optimism or one another regarding growing
course enrollments. Al the close of one prolonged meeting, the
President asked the Division Chairmen, I low is it with all the

Table 2
SIMULATION MODEL DATA FORMAT USED BY PARTICIPANTS, CONCORD COLLEGE, WINTER 1975

PROJECiED

STUDENT CREDO-
FIOURS, TALL

SEMESTER 1973

IONAL

UNIT

ALTERNATIVE ADOPIED

PRODUC
I NI-1Y Fl E DIFFERENCE

PER HE FACULTY FROM FALL 74

SIAFFING CONSI RAIN IS

TENURED_

I ERMI, TERMI-
NATION NATION

AS OF_ MAY 75 AS OE MAY 76

1182 Business 195 8 11 2.00 6.32
616 Economics 616 I DO 1 (X1 1,00 1.00

3898 DIVISION OF BUSINESS & EC 4111 9 32 I 00 3.00 7 12

1719 Education 114 8.(X) 1 ill 261 I,(X) 6.00
174 Health Education 1d1 -= .61 ,62 ===,

314 Home Economics 179 1.75 - 39 1,75

. 188 Library_Science 150 .75 .75
121E1 Physical Science 291 4.16 .2 i 2.18 1,0() 1.21

94 Safety Education 376 .25 = 15 .15 .25
3707 DIVISION OF ED. HMEC, & PE 149 14.91 3.00 5.95 2.00 9.96

1028 Art 283 3.6 1.00 2.6:3

1649 Music 281 5.86 - .30 2.80 3,36
947 Speech & Dramatic Arts 368 2.57 1 50 1.75 75 1.57

3624 DIVISION OF FINE ARTS 300 (2.06 1.80 5,55 .75

2871 English , 372 7.70 2,00 3.00 TOO

_7.56

5.70
120 French 120 101) 11X)

35 German 140 .25 .25
192 Spanish 255 .75 .75

3218 DIVISION OF LANG & LIT 332 9.70 --_ 2.00_ 1 (X) 7 70

1644 Biology 411 4(X) - TOO 1 Oa 4. (X)

561 . Chemistry 330 1.70 3- .50 1.20
287 Geology 957 .30 .30,

1680 Mathematics 3.38 4.97 1.CX1 .64 4.33
43 Natural Science 187 .23 .23

693 Physical Science 392 1.77 1.77
344 Physics 310 1.11 .36 .75

5252 DIVISION OF NATURAL SCI 373 14.08 1.50 2.00 1.00 12.58

616 Geography 293 2.10 1.00 1.10
1502 History 29(1- 9.17 1.(0 TOO 3.17
141 PhiloSophy 188 .75 .75
762 Political.Science 381 2.00 1.00 1.(X) 2.00
813 Psychology 525 1.55 - .25 ,50 1.30
460 Social Work 242 1.90 .70 1.20
895 Sociology 447 2.00 1,(X) 1,00

5189 DIVISION OF SOCIAL SC1 333 15,47 - 1.25 4.20 4.20 8.32
24888 COLLEGE TOTAL 329 75.54 - 10.55 2 370 8.95 53.44

RESULTING AVERAGE 9 MONTHS SALARY IN
INSTRUCTION $13.966 (h) (3= 5.25 )

(a) Due to reduction in faculty productivity ratio uncertain,
(b) Relationship to 1973-74 average professional salary in the piegory of instruction.
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STAFFING REDUCTIONS

growi programs in each of your divisions. our College enroll-
ment is continuing a steady decline?"

Use of Product ivity Ratios as the Workload Measure
While some resistance to the use of productivity ratios

(student credit hours per FrE facu;ty) as the workload measure
was anticipated, it was assumed that such resistance could be
reduo-xl by several methods. First, all participants were made
thoroughly familiar with the student credit hour to FTE faculty
position approach to funding used by the Wont Virginia Board
of Regents. Second, the impact of both -hours taught" and
"average class enrollment" on student credit hoars per FM
faculty was explained and demonstrated in several examples
and tables Third, productivity ratios for each semester, course
level, and organizational unit in the Collegt, for the past three
academic years were provided to all part:cipants. Fourth. all
participants were provided with comparative productivity
ratios by two digit Higher Education General Information
Survey (FIEGIS) categories for the eight public four-year col .

leges in West Virginia in the Fall Semester 1971 and 1972. In
addition, it was planned that similar comparative data for the
Fall Semester 1974 would he providisl to the participants in the
course of their discussions. Assuming that all of these hsth.
niques were successful in getting the participants to use the
productivity ratios as the workload measure, it was planned
that these productivity ratios would be used as independent
variables with which to bring about changes in the number of
FTE faculty per organizational unit. As often happens to those
who "feed" when they lose touch with those who -need,"
things didn't develop as planned. While the usefulness of the
model was not negated. th_! -r.d method of its ose were
altered from that originally planned.

The concept of using productivity ratios as the
workload measure was never completely acmpt ed by the ma-
jority of the participants. While productivity ratios gained equal
recognition with faculty "hours taught" as a measure Of
workload, -hours taught- remained under consideration as an
important measure of workload. WhY did- "hours taught" re-
main under consideration as a measure of workload? First, it
was a very simple measure more easily understood than pro-
ductivity ratios by the participants. Second, -hours taught" had
always been used beNre. Third, it related well to viewing
academic administration "from the bottom up," or as a series of
course offerings from which the curriculum and staffing re-
quirements emerged, which was the perspective'brought to the
group by the majority (six Division Chairmen) of the partici-
pants. This is as opposed to a view "from the top down" in
which the course offerings and staffing requirements flow from
decisions reached al the institutional level concerning the
nature of the degree programs, other educational services, and
goals of the institution. Fourth, comparative productivity ratios
fromother West Virginia public colleges for the Fall Semester
1974 wore not available. The only participant not to secom-
mend continued use of simulation modeling at the College indi-
cated that he believed that the most helpful service that rcould
be provided lo the Division Chairmen would be the provision of
a set of national normative productivity ratios for staffing the
disciplines. Fifth, continued reference to hours taught provided
a mechanism for several of the Division Chairmen to attempt
creating artificial sections (splitting 1 class of 14 into 2 sections
of 7 students) in order to -keep the faculty busy" and justify
current staffing levels in their Organizational units,

Despite the less than complete acceptance of productiv-
ity ratios as the primary measure of workload, it was used quite
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successfully as a dependent variable which related possible
current dmisions to future workloads in the various disciplines.
This use was ranked second among the ton possible usis of the
simulation modeling by the participants.

Realizing that the use of the productivity ratios as an in-
dependent variable was more than "those who need" could
completely accept al present, it became necessary to accept the
On/ision Chairmen's use of productivity ratios- as a dependent
variable and reorient the approach to supporting the partici-
pants in that mode, To have pressed for use of productivity
ratios as independent.variables wauld have threatened the con-
tinued use of simulation modeling in reaching the College's
staffing deaisions,

FTE Faculty
It was originally planned that this data element would

function as a dependent vorioble subject to change by con-
sideration of various workload alternatives in each organiza-
tional unit Instead, the participants focused immediately upon
FTE faculty as an independent variable and utilized changes
in it to determine resulting workloads in terms of productivity
ratios,

Why did the participants arrive at this immediate fixa-
tion on -F-TE Faculty"? The reasons are, of course, intertwined
with their incomplete acceptance of productivity ratios as the
primary workload measure: however, some relatively separate
occurrences also stimulated this action. First, .the Division
Chairmen realized that staffing reduetions weramecessary and
sought to protect their divisions which wore represented by the
current number of FTE faculty_ Second, early in the proceed-
ings the Division Chairmen arrived at an essentially political
recommendation that the reductions be made "across the
board- with each division losing an equal nomber. While this
recommendation was not accepted by the President, its exis-
tence was repeatedly referred to by several of the Chairmen.
Third, there existed a genuine "push" by some of the partici-
pants to -get it over with- regardleSs of the consequences. This
-push" resulted in perhaps an unduly early preoccupation
with alternative decisions before thorough consideration of
workloads, degree programs, student enrollment, student
placement, and other essential information_

Staffing Constraints
The staffing constraints in terms of nohfc:ation dates

and tenured FTE faculty contained in Table 2 were readily ac-
cepted by the participants. An equally significant constraint not
apparent frora,the ta,1e was the curriculum required to support
the existing institutional degree programs. The President, early
in the negotiation, indicated his desire to retain as many exist-
ing degree programs as possible. Several of the Division Chair-
men, recognizing this desire on the part of the President, used
the argument that can't cut back in this discipline without
destroying the degree program." in several cases this was un-
doubtedly true: however, due to the curricular foundation, the
group was forced to "take the Division Chairman's word" for
the accuracy of the statement. This argument because of its es-
sentially subjective, academic, or curriculum basis and its
unlimited application, functioned as a much more significant
constraint than did tenure or notification dates.

Average Faculty Salary Fall Semester 1975
An important additional variable in the simulation

model Was the effect of various staffing alternatives on the
average faculty salary in 1974-75, The-effect on this dependent



variable of various staffing alternatives was reflected al the sit-

tom ("the bottom line") of each simulation model report to tho
participants.

In orde to establish the validity of this dala element, a
detailed explanation of the lending formulas and calculations
used to arrive at the expected funding for the category of in-
struction in the 1975-76 litelgot was conditele& Once that fund-
ing level was establishe& a table depicting various staffing
levels, the resulting average salary. and that salary's relation to
current salaries in the category of instruction was drawn. \NM)
tho help of that documotTh the results of various staffing and:-
natiVes on average faculty salaries wen: accepted. if un-
welcome&

Feedback from Participants
After having n:ached their decisions. the eight partici-

pants (President and Vice President, mpresenting the central
administration, and the six Oh ision Chairmen) each replied to
a single page questionnaire. Tho replies of the six Division
Chairmen were intondod to be anonymous: however, five of
these six returns were self identified.

Six of the eight respondents indicated an affirmative
response to the question. "Did the use of simulation modeling
serve a useful purpose! in arriving at the decisions made re-
cently regarding Fall 1975 staffing? Ono of the two negative
responses to the question indicated that his personnel decisions
were arrived at i-:e.::;re the initiation of the sinudation modeling

'and the ifuLidehn-- substantiated the prior decisions.- If this
comment is takea as supportive of the current simulation
modeling seven of the eight participants reacted favorably to
the use of simulation modeling.

What value or uso did the participants find in simula-
tion modeling? Those responding positively to the question
regarding the usefulness of simulation modeling wore asked to
rank order len staternents describing possible uses of the model
(some of the statements are quoted in the following comments).
The participants, as a group, indicated that the model served
well to: "provide a common seit of data accepted by all," ''open
up the -discussions by making the Division Chairmen Moro
knowledgeable ahout each other's staffing consideratioN.- and
-relate possible current decisions to future faculty workloads
in the various disciplines.- The participants rankings of two of
these uses was expecte& however, the strength of support for
the use of the model to "open up the diseussions- was not ex.
pected. The majority of the support giyen to that item carno
from the Division (Thairmen and possibly could have resulted
from the degree of candor which entered the discussions cen-
tering upon the'quantitative results of simulation modeling. The
support for this value perceived in the model's use by the par-
ticipants would seem to provide al least partial refutation of the
argument that relatively sophisticated management information
techniques diminish the -judgmental" aspects of decision-mak.
ing and establish a basis for arguing that such techniques pro-
vide a basis for more informed and objective participation by
the decision-makers.

Also provided a lesser dogree of support by the partici-
pants wore the model's use to "allow for consideration of
various enrollment mixes and levels" and -serve as a means

for quantificatimi of sonu: the results of essentially subjective
considerations in Mo-docision-inaking process." Each of these
items roe:owed strong support from one or morn of the partici-
pants.

'Me responses red!ived from the central administration
(represented by the President ded Vico President) were in
most instances in agreoment with tho Division Chairmen.
lowever, the value attributed to the use of simidatien modeling

hy the two subgroups varied ,everal instances. As pre-
viously noted, the l)ivision :num attached more signifi-
cance to tho value of the model ,lioning tip the discussions-
than did the central administration. The central administration
attached considerably more significance to the Ilse of the model
to -relate possible decisions te Row, workloads in the .ile ions
disciplines.- Finally, the Division Chairmen found the model's
Ilse more significant in tho areas of -limiting unwarranted opti-
mism on the part of individual Division Chairmen- and -quan-
tification of the results of essentially subjective considerations."

In the final question posed to the participants, seven of
the eight, or 88% recommended' continued use of simulation
modeling at the-College in support of fultnx! staffing decisions.

The responses to this siremle questionnaire an: cer
tainly insufficient in number to infer snch findings to d national
population. However. they represent the first' such 'research
into tile users' reaction to the tist t if shnulation modeling in an
inst uttitiutmitul environment.

Cpnclusion
The decisinns reached are perhaps the least important

aspect of the case study. They were the remilt Of prolonged con-
sidoration of data value judgments concerning the future role
of the College, and the abilities of individual participants lo
sway the group in favor of their point of view. Th! -judgmen-
led- aspect of the: decisions was not removed, only made better
informed.

.

The future use of simulation modeling in decision-mak-
ing al Concord College is apparently net in doubt. The Presi-
dent has directed that documentation from this year's use of
simulation modeling be retained for future use and five of the
six Division Chairmen have'recommended continued use.

What strategies were most effective! in gaining an MI%
approval rate and rc:commendation for continuation of simula-
tion: modeling at Concord College?

I. 'Me ability to show the participants that the nuidel
could proiect student credit hours more accurately
than any other means.

2. Adaptation of the data format used by the partici-
pants to focus as simply as possiblet on the issues.

3. Explanation of key data elements establishing the
validity of the calculations.

4. Willingness to adapt the planned use of the model to
a slightly altered utilization by die participants.

5. The assumption of el neut nil (non-advocacy) stance
rogarding wh'ere faculty cuts should be made.

These strategics and others will be required by institutional
researchers who will apparently be facing similar institutional
staffing problems in the years immediately ahead.
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A MODEL FOR ESTIMATING THE RANGE OF OUTCOMES OF SPECIFIED
TYPES OF POLICIES BEFORE AND AFTER ADOPTION OR IMPLEMENTATION

Tha problem confronting tha originator of paha(
shgloly now. or Indy nunivalivo, policy in Ihe \ I iiI du ill-

livs in dotarmining the probahle
difference il may maka vith ivspact hi tin! functioaal indices
which are concerned.

As the tillo seggosts. a methodology for policy ariaIN'Sis.
having I he pragmatic airtrof estimation miller than of dohnitive
prediction, is proposed. In particular, a is (hi tim (if this mport
to oxplore an applicati(in of policy analysis that does not nso the
classical lime-mines method if:dolphin. 19119). hid ralluir
to (Ioannina ranges (II specified policy consomancas apart
from (ha sludy of i,hangas mar tima. Since tha approach expli-
(Alia! here is independont of lime-basad policy research-Lit may
In! applied both hefora a policy has boon adoplod and imple-
mallard. an well as after implemantation.

Therefore, tie! estimation approach suggasted hare is
not offered as a replacement for temporal comparisons, hut is a
pragmatic adjunct to the Jailor, useful where a decision mods
to la maik: n!garding a policy, where thou is a lack of rolovant
lima-based research where thy lima clapsol aflar adoption is
insufficiont It) permit reliahle assassment of meastiras of
change, or whora the dal)c noakal for an effoctivo application of
tho tima-series approach aro incomplote.

The Approach
several ffivps aro involvod in Ow methodology!
I. Seloeling es: A determination is mado based on

prior related resoarch. or hased upon tho policy
analyst's undorstanding of Me policy in goof-Mon. or
the :tors which are likely lo provide a us(ful
(inalysis of tho ruslts of the policy. Scott and Slum!
1o74) hava dosignatol such factors -tractable

variahles,- In solecting mlevant dirriensions, the ini-
tial strategy consists of asking -what variahlos are
likuly to account for the impact of tho policy?"'

2. Wila orgonization: The second step involves Iho
dffiermination of which of the solo:hal estimation
variables )ifft available in the form of records data or
data archives (tither within the university or within
an exturnal institution. If tho rolevant data is not
proviously colloctod and stored. purposive collection
of perlinant indicas of lho astimalor variables may
be in ordor,

the aslinanoni: A cross-classificatory
pmporly SINICO is incorporating the prin-
cipal astimation variables. Each cell in Ihe cross-
classification is then assignod i woight derivad from
Ihe anticipated impact of each of Ihe estimator varij
tibias upon thy index which the policy analyst
wishs to estimate. An allarnative weighting
method is to ,assign a weight I() each of the in-
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(Ia.:Moat catgories of each estimation variahle. ionl
sum the weights tor each cross-classifiLakiry cell.
Savaral alternative sets ot weights may be unpins]
in order to ascertain various esliinalad mitcornas (il
policy. according I() the differenliid relahva con-
trilm tHuti ot ,,,ch (II 16 estimators.

Ragardless of Ma numher of allornatik7c weighting
schemes that may ha anomptial, the approach consists of
geoarating a multivanine waight wInch rapresanis propor-
Min of the total ()amber of oisas aligible to lie influenced hy a
Policy which ui. in fact, estimated as idTeclad.

4. Applying lha weights: The computational applica-
tion of the multivariate !weighty consists of the
multiplication (if the total population of cases al igibla
for the offecI of a policy by the formai%

Case Study
thu vutricuos types of policy studies that might lin un-

dartakon by a university ;ulinimsiration, enrollment policy
was designated as a basic arra subsuming many other policy
issnos. Tha hasic anrollment policy dimonsions aro thoso
which may effect a change in lho size of tho student ',tidy( or in
its composition. Rolated to enrollment size is, of course. lho
kay variable, tuition.

In Fobruary 1974 Fairleigh Dickinson Univarsity iifl

nounced thal it would introduce, with the Fall semester. a tui-
tion reduction for families unrolling two or more of its mum-
burs. Dosigned lo assist families faced with the high cost of
sending two Or more of its mamhers iii collogn it the sonic! time,
tho Plan -is applicable to full-tinu! undergraduates oily. It pro:
vides a 50% tuition reduction for OH. secood and each sulise-
goon! concurrently enrolhal thiliondent child, and for tha sec-
ond memiim- tilt married (x)uplo in full-lime attendance al the
Univorsily.

The Fa irleigh Dickinson University Plan naw be
stuioul, liii he one hand, as a type of financial aid lo in-
cr Ise tho altractivonass of the iostitution for dut
familms..CM the othor hand, (hi! Plan may serve to redulm the
strain belwaen family and school. postulated by Litwak )ind
Moyer (Ntin,

The estimation mohodolog'y was (k!veloped to mtstiriimtu
the prohahie impact of tha Plan specifically for Ma familias
with multiple oligible children within the state of Now jersey,

1. Data Selection: Tho following information was incorporated:

a. 1970 Census One-lo-One-Ilandred "Pablh: Use
Sompla-
Families with childron bemoan 13 and 17 years of
ago al the time of the 1970 census wore isolalcul for
analysis, Fur these families which contaio children
in Moir first, sacond. third, or fourth yar of college
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ESTAATING OUTCOMES

tis (il 1973-74. a cross-cl.E-,so:calion was constructed
between eight caiegories of fornily income (less than
$4.000/ $4,000-$7,tt99/ $8,000-$9.999/ $10,000- $1 2,
t00J $ I 2 5 00 s ) 4 9 9 9 / 5 1 110 0 - $ 1 9 . 9 9 /
$20,000-$24,909/ 525.000 and up) and fins! catego-
ries of family size (two children/ thus! childrn/
fouror mom childr(n). This 24 cell bilk was (tit-
ian:et( from the Bureau of the Census for each of the
Iii townies or county groups in New Jersey fl Nil-
son/ ilergen/ Passaic/ Essex/ Morris/ (Minn/ Hun-
terdon-SomersekSitssex/ Middlesex/ Monmouth/
Merc,.ir/ Cape May-Ociiiin/ Allantic-Cumperland/
Ittirlington/ Cam(en-Gloucester/ Salem/ Warren).
Thition Dam
1973-74 tuition for full-iime sliahmkt was ()Named
for each four-year private. Etta-year public, twii-
VOW' private, and Iwo-year puhlic educational in-
stitution in New lersey. For plihlic Iwo-year col-
leges, in-county and out-ol-county tunum costs wero
()Ina inod.

I. Voirlvigh L.M?kinson linivemity 1973 nroll:nom
For 197:1-74 the fulldime undergrailuato enrollineni
was obtained and liroken down hy campus and
New jersey einuily. A. 1974=75 extrapolated mit 'A-
men( was compuled hy inkling the average annual
increment per campus over Me period 1969-1 973 lo
the 1973 enrollnu011 by campus.
Ktirollment of Other insfinilions
_For each public, private. lour-year and two-year in-
stitution in New fersey, Iola! hill-lime enrollment
was Obtained and broken down by New lersey
connty,

impoons neil Prncedures
a. Weighting Vamily invonle'atni Family Size

in order to estimate numbers ill larriilie8 likely to be
affected by Ihe Plan. assumptions as lo the limitable
impact of the Plan's effect on tuition levels upon
each category of family income. and upon each
category of family size need to lie established in the
absence or empirical evidence. Such assumPlums
should be based on a theoretical model, which, in
turn, is hosed on a kintaiive evaluation of the role.
vance of each family ineome and family size calego
ry to the Plan's tuition product.
In weighting family income it is assumed that Mai-
child families with typical income levels will he
more likely to he affected by the Plan. On the one
hand. this assumption rests on the observation that
the maturity of families an in the lypical incorne
range (al or near the average income), and upon the
further assumption that families either well below
or well above the typical income range are less
likely to he influenced by the Planpoonfr families
being less likely kr send their children to Fairleigh
Dickinson University and the moFu ! affluent being
less concerned with the level of tuition.
For mulli-child families in New Jersey. the pooled
average income fin the 10 county categories was
$13.024 (Public Use One-In-Ono-Hundred sample,
197(1). The moan income for families of full-limo
freshmen al Fairleigh Dickinson University for
1973, as determined from 1.238 respondents lo the
American mcil on Education student information
form, was 1 These values are umlained iii
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the family income category $12,500-$14,999, as
established by the flurean of the C(!nsus, which is
hen! assinned to be a category most likely to res-
poml lo the Phm, assuming furiher that income is
iipproximately normally distributed. and that the
largest frequencies of multi-child families will
cluster about the mean income,
To broaden the definitien of the -most in-
come calegmy and to include a larger number of
cases for the estimation, families tvilh incomes be-
tween $10,000 and $12,499 wen! grouped with the
512.500 thumgh $14.9(19 category lo provide a mid-
dle-income group whose financial resotirces would
probably permit serious .considentlion of Fairleigh
Dickinson University and whose financial stresses
winkl be considered more or less
Fnmilv Siit±
it Was nec: y in setting weights of the categories
of bluffly .ttvo, three, four or monu college i_tgo
children), to select that caleory likely to he most in-
fluenced by the Family Plan. It is probable that
families with four or more college age children ore
more likely to take advantage or the Family Plan
than three-child families. In turn, three-child
families are more likely to use the Plan than Iwo-
child families. The rationale for this ranking of
effects of family size categories is that the more col-
lege age children there are in a family. the more
likely it is that the family's financial resources will
be over extended,
Weighting Procedum for Family Income und Size
The weighling scheme is based on the postulated
ellect of the Plan on eiu:h category of bunny income,
assuming that the effect decreases in a step-wise
manner as the income level either increased or

. decreased with reference to lhe middle-income
category described above ($1).000-$14,909). This
results in o curvilinear weighting with nsiximum
weight for families in the latter category. and
weights for colegories above and behity decreasing
progressively with increased distance. The weight
ing used for categories of farnify NizV ui merely
linear with the greatest weight tissigned to the four
or more child category and the remaining two size
categories weighteAl in decreasing order.

(I. Combined lNeights for Futility Income mai Sim!
Each or or the family income by family
size cross-classilimilion iNas assigned-a weight fac
Mr incorporating the combined weight charac-
teristics or the Iwo variables. To permit the deter-
mination of a liberal eslimale or the numbers of
families likely lo use the Plan, cells having the high-
est weighting of family income tkild family size were
,weighted as if 10% or in, families in those cells
would- be affected. Ten percent as an upper limit
seemed a realistic exlreme upon which opper limit
frequencies could he based.
Operationally. weights were assigned to each cell of
family income by family size as shown in Figure I.
WeightM Propor ,n: Computation (Ind Use .

Following applica of the weighting percentages
above, a ratio of 0. sum of Multi-child families 1()
the !mai number (il Mmilies was calculated for each
or 01010 census county gnaws in New lerspy. This



ratio lios Iwo applications: (a} estimating the nuin-
her of families of sIttilents already enrolled al
I:airleigh I)ickinson University likuly to he in-
fluenced hy the litition plan (the producl of Ihe
weighted priyorlion and the 1973 frequency of lolal

imilergraclualeN enrolled al Fairleigh
I.)ickinson University for the parlicular counly
group): and (h) uslitnaling the intrnber of families of
full-lime stiulenIs eimilled al Iwo- and foul-year
NeNv Jrsey imilergraduate insIitulions other lhan
1'airleil.2,11 Dickinson University vItich would he
affected hy 1111 Plan (inc..ap trilling a weight for Ihe
Milton level al lhal insliltili(1n trul Ihe freonemy in

anonikinee al each nisliltilion ii 1973 from
lhaI colinlv group).
In addition, il 5 poslillined IlitI those families of slim-
detils al Miter inslitillions syliere lhe 1973 lull-bine
!union is close lo 1973 full-lune Milton level al
l'airleigh Dickinson tIniversily svill he more) ikely to
lake advantage ol hit Minim plan than Ilitist tI n-
sliltilions where Ihe Minim level is significandy
different. Thus. the ;drove product has heen
weighled liv the percentage of lull-lime linlion il

Fairleigh Dickinson Ilniversily being currendv paid
hy sluderils as Minim lo other inslitulions. This tuls
IN a secondary weighting lo hit prothicl of the per
cotinly weighletl proporlion and Ille frequency hit
lend iii instilialion from Ilial county and. in effect.
reduces Ihe eslimale of the nuniher of families likely
lo lit iffecleil hy the Ilan lo the exlent thal

David a ZirVin

lion level differs from Fairleigh Dickinson 1 Iniver-

3. ifestilIs
Till& 1 and Table 2 contain Ihe sinumarized esli-
mates for the Fairleigh lniversily hitniiv

effects.

Figure 1

FAMILY SIZE
two three four

family college age college age college age
income children children children

Less tilan
$4,03 1%

$4,1100.
$7,999 4%

$13,000-
$9,999 5%

$10,000-
$12,499 10%

$12,500-
$14,999 10%

$15,000-
$19,999 6%

$20,000-
$24,999 2% 3% 4%

$25,000-
or more !(,

Figures in each cell are the proportion of observed families in that cell
likely to use the Family Plan.

Table 1
ESTIMATED NUMBER OF MUL11-CHILD FAMILY TYPES WITH A CHILD CURRENTLY ENROLLED IN A NEW

JERSEY FOUR OR TWO-YEAR COLLEGE TO BE AFFECTED BY THE FAMILY PLAN.

County
of
family
residence

Enrolled in FDU

2 3d 4/1

Enrolled in ur- ear institutions Enrolled ih two- ear institutions
Public Private Public Private

2a 3a 4] 2a 3] 4] 2 3a 4a 2a 3] 4]

Hudson
Bergen

Passaic

Essex

Morris
Union
H-S-S

Mi d
dlesex
Mon-
mouth
Mercer
C-M-0
A-C
Burlington.
C-G
Salem
Warren
Total

5.25 .94 .56

29.38 6.40 36

7.05 2.35 .31

12.66 2.96 .35

20.98 3.33 1.28

13.63 1.86 .12

4.76 .90 .16

3.60 .79 .04

2.19

1.06

1.23

260
1.14

1.55

.12

.47
107 67

.45 .08

.29 .06

.43 .13

.59 .10
46

.39 .04

.02 .00
05 .01

22.21 3.6

19.88 3.55 2.12 38.32 6.85 4.09 1.91 4 .20 .16 .09

35,62 7.75 .44 30.73 6.69 .37 9.24 2.01 3.2U .70 . .04

21.24 7.08 .94 13.10 4.37 .58 2.67 .89 .98 .33 .04

49.28 11.51 1.37 58.16 13.58 1.62 11 49 2.65 .1., .96 .22 .03

31.137 5.05 1.94 '246.03 7.30 2.81 22.42 155 1.37 3.16 .50 .19

53.82 7.34 .49 50.81 .6.93 .47 15.5* 2.12 .14 1.14 .16 .01

14.90 2.83 . .51 20.06 3.81 .69 9.44 1.79 .32 1.79 .34 .06

35.24 7.71 .35 25.28 5.53 .25 10.03 2.19 .10 .19 .04

1187 2.84 .48 31.77 6.50 1.10 1.57 .32 .05 .39 .08 .01

8.55 2.31 .46 21.57 5.83 1.17 15.13 4.09 .52 10 .03- .01

7.06 2.48 .76 10.14 3.57 1.10 7.31 2.57 .79 .03 .01

18.10 4.10 .69 7.21 1.63 .27 10.63 2.41 .40 .02 .00

11.18 4.55 . 9.59 3.90 5,79 2.36 .09 .04

29.99 7.64 .77 9.24 2.35 .24 11.38 2.90 .29 .12 .03 .00

1.64 .22 .02 .70 .10 .01 7.23 .98 .07 ..25 .03 .00

1.20 .13 .02 2.95 .33 .05 .49 05 .01 1.06 .12 .02

353.44 77.09 11.36 375.66 79.27 14.82 142.25 31.25 4.8 14.36 2.81 .51

Note a des gnates number of children of co:lege age in family.
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ESTIMATING OUTCOMES

Table 2
ERROR WEIGHTED FREQUENCIES OF NUMBERS OF FAMILIES LIKELY TO USE THE "FAMILY PLAN", WITH
CORRESPONDING TUITION INPUT" (ERROR WEIGHTING :5 APPLIED TO ESTIMATES BASED UPON A 10

PERCENT UPPER LIMIT TO USAGE OF THE PLAN.)

') All IL) NEW If Ty (-,R)

4 YEAR PRIVATE[KRUK I- Ill/ ENROLLED I YER PUNIC LIC 2 Yf Ag IRIS 5) L. 1(11AL.
NA/111:1111

I k.E(.-,) l.11 \ 1101,? HAIR /1'4i . 15[(1 II.J111( )N kLQ I1'(I1ON IRE(*) 11(111 N 15E11 11,1I11)7/N
X1'`., I 11 4 141/1170 44211 4400,254 . 41048 1,4118,1J11 17116 5115,014 17 6 )55.75o 4241 .1 1,151,014010 1 1115,705 331 '1 11150.1112 152 4 1,1 IL) 4(11 114 0 424.512 1 i 2 414417 "11 I 2 .7111,105

111-4 70,415 221 0 700.1211 214 4 742,579 149 1 2112.'1112 27,/1711 1)2117 14125,511741 1 45.11)4 I I() -, 1311222 117 4 171112 I 141.1,00 4 4 11.0(0 11(14 1112.011iI) 7 7,075 22 1 70.011 21 5 74,448 110 2t3, Pei 2.1151 42 I 1112,5112

III) SE% IN 111C41 f'RnIlAtill IS LI itINIS

100"
1 4.11 I 1,1411 314 7 '1911,9W) 312 1 989,11 !4n 3 111.414 1411 .10,11116 1151)11 2,4172171.11174) 92,505 23(41) 7471-1411 234 2 741,945 7 47 2 I 44111 I I 1 15,1)).1 (442 6 1,1150,7455114 10,1470 157 4 .14141141 15L4 2 44.41441 411 2 155.80 7J 2 14.13 .12114, 1,234,4(-41Lti 2 1111111 7117 249, Ill 78 1 247.420 24 1-4 777912 4 7 1 1 .72 1 214 1 141(1.11115

71 IS 4.124 15 7 49,737 15.,. 444420 4 1 15,52 I 7 2,217 42.7 12 41/23

Error WeIghEs: percentages are applied as proportions of the estimated frequency of persons ,n each category of institution to provide a range of effectsof the family plan. If 75% , for instance, are effected, this amounts to a 7.55. response, haled on Ihe 10% upper hmit useo in the original weighhng, etc,fhis is a conservative tuition estimation based on the assumption of only one individual being induced from those families which have an ED,I.J.enrolled continuing student and of only two persons being attracted by the -plan" for cases haying no F.D.U. continuing student. The rationale for this ap-proach is the overwhelming preponderance of two-child (or person) family plan users. Average tUition calculated as $2,112.

Summary of FMdings
I. Estimated ranges of students to be added In, I he

Plan in 1i14 1074 arid 1975:
a. Plan-induced siblings of

continuing F.I).( sitidenls I I7 - 133
la MAY students with siblings 74 - I I I

TC)TAL (a + h) - 244
2. Ranges of tuition value of Me estimmed additional

students:
For siblings of continuing

suidents (112 tuit(on)
4 S14(1,117(4

h. For ilew students with Plan- .

eligiblo siblings (full tuition) 77,933 117.004
c, For siblings of (h)

(1/2 ltiili,i,i S I,05(1) 5E1.502
(I. Combined minim input for holh

new students I heir siblings
I - 17:5,507

is Tilition input for oil Plan
induced students 240,2314 - 316,377

3. A tuition decrement is associated with 'he Plan, The
srze of the decrement depends on whether it is
misisured by:
a. the sum of luilitm loss resulting from participants

who were enrolled and pitying full ;union prior
to Plan implementation.
'rhis represents the lower end of the decrement
range and. based on 9- continuing student
sittlinp-,s al one-half produces II th'!croment
of $96.09E1:

b. Me difftirent ltIjlitifl level 1)1)1000 that
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produced hy the Plan and that which would have
hem) generated by the same numlier of added
sludenis without Plan.
This is the higher end of rang (1(111 aIllilIlilIX
to:3288.09n.

4. A mnge of net tuition gains wsidis From a

consideral ion of lite factors described under
findings (2) and ;3).
a. Lower decrement limil 5144.143 - $220,2 1

I Ipper diT4Thfiell111WIII 12.143 - 88.281

Some ForthLr Applications
The approach descrilwd and applied to the Fairleigh

Dickinson Univerity Plan may be tailored iind applied to taller
policy issues where it is hstsible to establish rational estimation
weighis and the magnitude of the poindaiitm lo which the
policy would both be comMunicated and 'would apply:

I. Finiinciol Aid
a. One olivious extension is the :Ise of esi imation ii

other educational institutions which might con-
si(1er devbloping Ii polk:y shnilar In the Vairleigh
I)ickinson I Inivrsily Family Plan.

h. A second it WO Of ppkiltiOn 3311SiSIS of policies
involving :1 changil distribution of financial aid,
hi this calegory would be those policies which
involve the differential distribution of aiil among
diverse groups (academic ranks, ethnic groups.
sex) and those policies which might attempt to

aChieve a mor! dispersed diraribution of Ilium=
cial,aid among a larger student group than may
hl! nit! Catil! under the ongoing policy,



2. Additional Selected Policy Applications There are
number of Policy issues which may be kip-

prodched with an estimation method where archive
klata or other data base for estimation variables may
not be readily available. For issues regarding policy
changes relevant to areas for which student
preferences may be involved (e.g., program offer-
ings, course offerings, grading procedures, advise-
ment procedures, the structure of student electives
and requirements), a preliminary market type of
study may he designed and executed to determine
the preferences of the .pertinent populations as a
precursor to generating estimated ranges of students

David H. Zippin

likely to be induced. Once the background charac-
teristics of potential students, which are appreciably
correlated with the preference for the innovative
program, course grading procedure. etc. are
established (if, in fact, they exist), such dimensions
may be used in obtaining estimated frequencies of
probable induced students in the manner suggested
above.
Fur the latter type of combined market analysis
and estimation approach, the strength of the correla-
tion of the estimation variable with preference for
the new policy may be used to establish the ap-
prupriate estimpion weights.
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THE EFFECTIVENESS OF COMPUTER PLANNING MODELS IN- PLANNINGFOR MEDICAL CENTERS

With the increasing access to computer hardware and
. availability of sophisticated proweams. mathematical modeling

has become particularly promising as a planning tool. This
researcher has attempted to assess the current effectiveness of
modeling-in planning for medical centers through the analysis
of mlevant organizational and Small group behavior and
through the study of five applications of modeling to strategic
-medical center planning issues. The case studies included Iwo
large public institutions in the United States and Canada. Iwo
private university-based medical centers, and a small New
England 'public university. While the sample size and case
study research method prevents statistically verifiable results.
it is hoped that the findings can provide new insight to guide
future work.

Organizational Factors in Planning
Before the case studies can be evaluated, it is necessary

lo develop Iwo working hypotheses about the current slate of
strategic planning in large organizations.

First, as with most modern organizations, the real deci-
sion-making power al medical centers doeS not reside in the lop
of the organizational chart pith() universily. but is-controlled ty
middle management and departments. As Bucher (1969) found
in the analysis of a large medical school, power over cur-
riculum content, hiring, firing, and control over physical spae(
reside in. the department: "Without a doubt, departments ate
the major arenas in the medical school, It is in and through the
departments that most of the life of the institution is lived" (p.
12). This shift down the organization in decision-making has
two direct effects on planning. First, il must be understood that
the objectives of the decisien-makers are not necessarily the
same cis the overall objectives of the organization by which they

, are employed. A rational planning (4%W-on for a department
' chairman may not be the most rational alternative for meeting

the school's objectives. Eksdsion-ma king requires an ethical or
judgmental foundlition, and that base is frequently influenced
by the existing location and reward system in which an in-
dividual must operate.

The other major implication of this concept of decision-
making is thal the identification of alternative development pat-
terns are generated upward from within the organizatien,
These alternatives_ frequently repri!sent the result of political
compromise within the units which tend to restrict both their
number and the innovative characteristics of the plan. This in
turn encourages the perpetuation of the status quo as Sarasen
(1971) cites:

Settings, whether they be young or old, almost
never have a vehicle or mechanism devoted solely
to the description or examination of the universe of
alternatives If anything becomes clear in the pro-
cess, it is how one's biases drastically reduce one's
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awareness of alternatives which are both logical
and consistent with one's own values% (p. 69)

in the environment of controlled and limited allerna-
li+Ts definition, it is not iurprising that a major charaeleriSlic Of
decision-making in the public sector is labeled the Policy of In-
crementalism: Analyses and models developed by Cyert and
March, Cherryholes and Shapiro, and Crecine have shown that
the budgeting process in federal and other organizations can be
predicted_w_ilh amazing accuracy by projeding sub_ unit bud-
gets in ati incremental pattern based on immediate historical
rates of change. Work done by Michael (1970) has demon-
waled that the pattern of incrementalisin can be extendifd to
long range planning:

While within a very. verY few organizations there
are the small: very small, beginnings of trying tu
design and implement long range planning, there

ris essentially no planning that looks to alternative
futures for the society in which they hope-to ()per-
ale and then alters present goalsnnd styles so mis.to
attain or avoid- those: futures, , Taking
seriously a future that jeopardizes present suc-.
cessful allocations of status and rewards is simply
too threatening to,be acted.on. (p.

The second working hypothesis is that the specific
organization of long range planning can affect the final product.
One of the most common methods used in planning is the com-
mittee structure, The small group setting is usually establishtul
to assure some form of representation in decision-making by
the potentially affected mm n as of a systemand, lo assure that the
difficult policy issues inherent to the process are resolved
through more than one individual perspective, Again, Bucher's
(1969) study indicates the power of the committee structure:

If departments are lite sites where most of the
wor'k of theinstitution is carried out, committees
are the major interdepartmental arenas. . .

have placed such stress upon the committee arena
because once a recommendation has surktived the
committee structure and is placed before the

il almost always gains faculty approval. (p.
45)

Small Groups and Planning
While there has been extensive work comp eled in the

area of small grottp dynamics, few studies have specifieallyex-
amined the long range planning environment. In an effort to
assess the impact of small group behavioral patterns en duct-
siim-making: a delailedonalysis of interaction at it series of
pfanning meetings was initialed. Interaction by planning com-
mittee members al a medical center were recnrded fin' seven
consecutive meetings. While it was impossible to document all
interactions becaose the committee size, over 9,000 acts were



categorized by sender. intended receimr, and type of imerac-
lion (Zi im 1975). Analysis of the results reveals several siginfi-
i a::: similarities and differences when compared lo the
:;tihilvior expected from small group literature.

The tendency for high power status individuals to Min-
ato more communications is one of the most powerful and reli-
able phenomena delineated by experimenters. In the planning
group studied, the highest initiator of acts was the Dean of the
medical school. Of his interactions 32% were directed to the
group as a whole, anotherindkMor or high status. The top 5 in-
teractors initiated over 57% (tithe total acts, with the remaining
4r/i-i of acts spreod among the other 14 participants ovr the 7
meetings.

Four of the top live interactors wen! either lop level
medical school administrators or planners, 'f'he other 14 partici-
pants included 'nursing school, hospital and university ad-
ministrators. along with planning support staff. The average
number of acts for the top 5 members was almost 4 limes high-
er than for the dimaining Highinturodors woukl.communi-
cote primarily aiming themselves, while lower interactors over-
whelmingly directed their acts upward to high interactors,
mostly in the context of acts of support.

ksignificant example of the impact of status on group
behavior occurred when four of the five lop interactors missed
one or Lhe planning meetings. The members attending the
meeting interacted al a rale five limes higher than their rates at
other meetings. Except for one individuaLlit least 50% of each
member's total interaction was observed at that meeting. Since
the agenda item was identical to the preAtions-meennwwhich
thirmembiffs-atterided, it would appear that the committee par-
ticipants adhered to a role and status relationship.

Most or the conimittee participants shared a similar
view of the organization. A Bales Spatial model of communica-
tions networks places all the committee members except one in
a location indicatiOg support and acceptance of Ihe small group
fasks and organizalion's gook. Examinalitm of the type or in-
teraction initiated indicates that the committee showed less dis-
iNfeement among members than-laboratory study groups: This
may be a iesult or the need to maintain group cohesiveness
over the long life span of the committee. This is supported by a
higher than expected level or joviality among members.

In summilry, although decision-making power hos
moved down the overall organization structure, high status ad-
ministrators and planners dominate interaction anti decision-
making, Idea initiation and problem-solving suggestions from
lower status members are stifled, There are few deviants from
the accepted organizational view, or group task to act as a
stimulus to non-intuitivd'itolutions to problems. The long term
planning committee appears to be more concerned with main-
taining group balance and cohesiveness than typical small
groups. One area which could not he studied in detail. but may
provide fruitful insight into behavior, itt the process and effect
of coalition formation among committee members

It is within this environment that computer modeling
has been proposed as a viable method of rendering decisions
objective and rat ionaL-11 would appear logical that if models are
used and injected into the small group decision-making process
by high status members, then there is a high pniliability that
they will he effective in impacting planning decisions. This.
however, is not the normal domain or interest of high solos
group members. If modeling information is presmited hy low
stalus-grmip members. the information's utilization may result
in a shift in status because of the expertise power exhibited.
Unless special modification- of normal group behavior is stria:-
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lured into the use of 7-mdels, serious questions
can be raised to their chance of st:-. when presented by low
status committee members. Unfortunately. committee behavior
could be observed ot only one of the five case study institutions.

Case Study Models
The case study modeling projects encompassed a wide

range of scale and modeling tt8liniques in addition to a range of
institutional characteristics.

The projects studies include:
A series or simulation models of clinical services
designed to assess the teaching capacity and
nhysical resources needed for inpatient surge.al
Prvices,

A large scale general modeling system cons ist;:y2
oi an inpudoutput model or undergradunte
edupition and two linear programming models or

edudition and department budgeting.
A miCKir attempt to mixlify and utilize the models
develoixd in case 11 al a different institution.

IV. A comprehensive program-oriented firrinchri-
and staffibg modeling system

V. A small scale linear programeir Model
designcd eto dytermine the teachinz i:pocily of
clinical serviceS,_

A detailed description 'flr iho projects, thu techniques
used, and the planning environment was formed from imple-
mentation of one of the projects and. iiniiivsis of interviews with
kTyiifdMdua

In addition to atteMpling to assess the direct and in-
direct uses or die projects, seven characteristics sif eaeh case
stialy were evaluated. The characteristics identify major org-u-
nizational behavior and procedures which the literature indf;
cotes could in fluenc:i modeling effectiveness:

Vorinuile Chorocteristie Hen ified in
Case S utiles

1. Ability to identify non-
t raditional tIte,rnutive,s

2. Internal cooperation in
planning
Integration Mu doling
with planning

4. Ability to obtain
information required for
model

5. Time ,requirti
respond to planning
issues

O. Olsi of modeling
7. Complexity of model

Planning alternatives identified
(yes, no)
Internal organizational
proWfris (yes, no)
Modeling undertaken within
organizational pla mining (yes,
no)
Large scale data coil( lion
required (yes, no)
Major time requirem::ntone
year or longer (yes, mi)
-Significant project co5t5
$:10,090 or greater (yes. no)
Large scale mo41 (yes. no)px

The results of !het'e-o-tueliesnre illustrated in Figure I.

Throe or Hi, ',Fishes wore tanisistent among ll
the ase,..studies. Those chai.acteristics dealt with tlii, technidil
aspects of modeling. All of th institutions studiml required
large scale data collection efforts, major Milo dmimilinents and
costs. -

1/ala collection activities were centered in three areas:
1: Collection of ipumlitative information on the system

being modeled:
2. Estimates of the desired iitiljyautitin of specific

resources: and

377



COMPUTER PLANNING MODEL

Case Study, I

Ca Se Study II

Case Study, III

- Case Study IV

Case :Study V-

Figure 1

MAJOR CHARACTERISTICS OF CASE STUDY PROJECTS
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3. Forecasts of flattery environenenfal factors which
could affect the behavior of the real syslem.

It woukd appear naive for a model builder to assume
that even sorrie of the most basic data needs will be readily
available, internally consistent or relrievable even if the data
exist. What is interesting is that the typo of information cited
forms the base of any logical planning approach. regardless of
the use of models.

All of the projecis required at haw ond:and-one-half
man years.of offiirt to complele,-and cost estimates ranged from
$30,000 to $280,000. Initial implementation of a mathemalical
modeling approach will require significant lime, manpower.
and organizational commitment.

3m

X

X

Yes

X.

X X
X X

X X

X

While all -lhe institutions cited important indirect
benefits from their modeling activities, only two insiitulions ap-
pear to have utilized their models in the establishment of
strategic ptanning decisions. Some of !he indirect.bendits cited
are:

1. Beller underslanding of the overall system being
planned and the interrelationship of its components,

2. The collection of information necessary for other
planning activities.
The validalion of existing and new information.

4. Focusing of planning efforts on idontifying future
conditions in quantitative terms,

5. Identification of policies affecting planning,

4 U 0



6. Initial efinitiotiand quantification of value criteria.
The leVel of precision, accuracy, definition of policies .

and discipline necessary in modeling may bv its primary
benefit when comparcl to other planning activities. The educa-
tion lo planning staff cab be en invaluable and frequently un-
deremphasized asset.

Two factors may explain the lack of direct utilization of
models in three of the studies. Two of the projects were either
directly or indirectly involved in major internal political con-
troversy.- Conversely, the other modeling project was imple-
mented in such a stable environment that no significant future
alternative configurations have been identified. All of the case
studies found utilization constrained by limitations in iden-
tification of future environments.

Conclusion
While there is ample evidence that planning models

can have a significant role in planning. it is important for future
efforts to learn from the past. Use of the techniques must be
conceived within the context of the organizational process
affecting planning and should not be perceived as a panacea.
Institutions considering the implementation of planning models
should pay partietdar attention to:

1.. The objectives, timetable, and budget;
2. Staffing: and
3. Procedure for implementation.
The objectives should be clear and realistically

achieveable. While capabilities of particular modeling tech,',
niques-are_potemially nplimited, planning of the project must

Frank S. Zilin

address what can lie done within the lime and information con-
straints in existence.

Staffing can be a difficult lask. Individuals with analyti-
cal training, planning experience, and knowledge of health
systems are not available in abundance. Additional project time
may be necessary at the initiation of the project for staff to gain
necessaly experience. °inside consultants may also he helpful
in the initial stages of development.

Successful implementation appears le be contingent on
five factors:

1. Timing relative to other pla: o;ng activities.
2. Clarity of the proposal to decision-makers and

others involved in the project.
3. The appropriateness of the specific technique-

utilized.
4. Integration of project staff into other planning ac-

tivities.
5. Direct, understandable output and analysis of the

implications.
It is significant that all the individuals interviewed fell

that the projects studies were beneficial to their planning,
regardless of whether the output was directly utilized. With the
r:ontinued exposuril and refinement of methods, mathematical
Modeling has potential as a significant component of long range
phinning. Before that potential can be utilized, however, major
improvements in planning organization must be achieved. This
will- require a concerted effort to understand the process of
decision-making in long range planning and indentification of
possible intervention techniques to improve the current state of
the art.
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PREPARING THE TWO-YEAR CO EGE FOR ACCOUNTABILITY

Anyone involved with higher education today will a -
test that. with less money to spend and no money.to waste, the
watchword is accountability. Rapid expansion of higher educa-
tion the sheer magnitude of the current enterprise rising costs
and inflation, and growing public insistence- on stricter ac-
countability have exerted tremendous pressure on institutional
executives to get the most out of their resources. They are alsn
being called upon to define the goals and objectives of their in-
stitution and relate them to the allocated'reSderces, Besides ex-
ternal pressures there are other reasons for wanting new aed
better methods of studying the allocation and utilization of staff
and materials. As the decision moves horn- its originator. the
absence of intimate familiarity forces. one to use objective,
quantitative information. Also, leveling enrollments and
stabilized budgets mean that no one gets a greater portion
unless someone gets Vass. Since Lessinger (1073) originated
the term -accountability'as applied to education, many nota-
ble university researchers including Balderston. Bowen. Cope.
Doi, Dressel, Fincher, Havigurst, Peterson, jedemus. Johnson.
Lelong, Mason, Morishima, Saupe, Sheehan, Su0ow, Sutton.
NCHEMS at WICHE. el al., have attempted to imtangle this
Gordian Knot. Their writings suggest. however, that the task
will be monumental at best.

This paper will describe a loca/lY created; computer-
based MIS structure that encompasses and: interlocks eight
basic components of an institution's existence and operation.
The cost accountability simulation models are theo interfaced
with the Management information systems (MIS) data base and
an example of theputout is discussed. Several cOmments will
be made on the taak of irnplementation as well as,tactics and
strategies to involve the hoard, -administration, faculty, and
staff. A college goals/objectives accountability matrix will also
he introduced and tied to the data base and simulation models.
Finally, some benefits of this entire conceptual structure for the
college will be cited.

aveais
. =Before beginning several caveats need to -be

acknowledged. First, the system is currently constructed
around only those elements that lend themselves to quantifica-
tion to get it off the ground .trid gain credibility. Also the main
focus is on the curriculum and instruction before moving-onto
ialministration, studont personnel, library, physical plant, datu
processing, and other instructional support services. Second,
sinut the model computer routines are both rtitionel and
and the output is dependent upon input, it must be assumed
that the prucess and Methods of procuring input are accurate,
logical, rational, and repnisent an isomorphism with the institu-
tional reality. Also thil output language and formal must be
isomorphic with the college's existence. Third, the system
deals exclusively witkexpenditures at this point, although at-
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tempts to tie them to revenue are being tested. Fourth, the
operation of the system and models assumes there is some op-
timum combination of allocations that would make the most
efficient use of the resources at hand. However, it was up to
our college to define "most efficient use- in terms of its own
priorities. At this stage they chose dollars as the only expended
resource with full recognition that this was probably not the
best way to delineate institutional efficiency. Fifth, this model

- is 'only a symbolic approximation of the real,situation, more
akin to an image or analogy than a precise scale model. Thus,
one must beware of oversimplification and distortion in its use.
A forecasting system, like the one to be proposed, functions as
a heuristic deyice in the context of discovery rather than valida-
tion. Since models:are never more than approkimately valid,
when it fails to describe or predict the world it is the model and
not the world' that must be abandoned. Sixth, although the
emphasis of this paper is_ upon construction sof a proass
system. there was a real awareness of theerror of seizing
simplistic efficiency indices and then compoOnding that error
by choosing a process rather than an output meaSure as. the up-
propriate productivity index. While some comparable
measures have to be adopted. it is questionable tktry for effi.
eiency through increased departmental uniformity. Also any
uniform approach to efficiency and effectiveness must reckon
with different student capacities and motives. Thus, Yakima
Valley_College initially approached the task by determining and

.comparing complete departmental and. student profiles and
constructing an historical data base rather than settling for any
unitary component. Seventh, because of the newness of this
whole concept to-our entire professional staff, they hava re-
quested that the,planning process be initially brought to them.-::
As the college ad hoe planning task force has gained'sophistica-
bon, the planner's role has more appropriately become a tech-

7nical advisor, facilitator, resource person:catalyst, and college-
wide planning coordinator. Shortly, the division/department
heads will become more inVolved through the tusk force mem-
bcrs. Finally, as Lelong.(1971 ) cuccinctly notes, the whole pur-
pose for our cost modeling efforts is threefold: (a) it furnishes
an unambiguous:highly specified, quantitative description of
the major elements and their interrelationships within an in-
stitutional system-, (b) it proVides a reliable means of predicting
the outcomes of actionS changing major variables in the system;
and (c) models make possible optimum use of resources ac-
cording to carefully. specified output objectives assuming
.knewledge of desired output al all levels of operation and
awlireness of relationships between all resource inputs and all
desired outputs. Our college is just beginning to discover and
produce the linear functional equations betwthm resource and
output. However, we have to address those exogenous qvalita-
tive effects since the output of the system says nothing about
the quality of our student's education, what value his collegiate
experiences are, or what is the "best" course of action.

.
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ACCOUNTABILITY

MIS Data Base Structure
Figure 1 shoWs a computer.based management infor-

mation system anti data base composed of eight distinct but in-
terlocked 'mister file records. Each file produces a series of
operating reports that are descriptive in nature, The student.file
contains biographic/demographic information on each student.

'Static data soch as Social security nuMber, name, sex, and
. ethnic status is established while variable data such as student

major, courses taken. G.P,A.. etc is updated as necessary. The
Curriculum pr course file is the linchpin of the sYstem since the
main buSiness of a community college is instruction. Again
static data such us department identifier, course number, credit
hours, and contact hours are captured hut variablQinformation
such as instructor, room location, time of day. MC. is updated
from term tti term.

The third file is Facilities, Every square foot of space
controlled by the college is accounted for in terms of P.C.S. or-
ganizational unit, FIEGIS subject area, function; assignable
squnre feet, replacement cost, etc. It is tied to the Curriculum
file by room nuMber which allows room utilization studies to
be carried out. The fourth file'aontains all of the separate Voca
tional-Technical-Occupational programs sponsored by the col-
lege. Since it lies to both Student and Course hOth students
and each-twelear terminal degree program can be more easily
monitored,

The' Finance file is a regnant component of the MIS.
The State Board For Community College Education (SBCCE)
has not defined thc cOmponents of this file:so Yakima Valley
College is automating its entire accounting, purchasi% and
vendor system with an eye toward total interface with a prob.
uble master file. Such things as travel, supplies, equipment,
staff benefits anti the like will ultimately be,budgeted down to
the department/discipline level, as well as the capability to allo-
cate and trace federal project fuhds thrtiughout the college. The
maintenance/operation and capital projects budgets will be
separate but linked.

The sixth file is a record of the Professional and cer-
tified staff. All full time, part-time, moonlight, parapitile.ssional
and volunteer teaching staff as well its administrative staff are
included. Static data'.during the year such as name, social
security number, base salary, and contact days arc included
but .moonlight 'Or part-time assignment.- percent of effort in
direct instructien. class contact hours and other values are up-
dated each quarter or as necessary: It is linked to the Ctiurse
file and Finance file via social security number, The Classified
staff file includes custodial, secretarial, anti all other classified
members. Its -structure ig very similar to the Professional staff
file,

The last master file contains every piece of Equipment
owned or leased by the college. Bes;des stale tag number. other
data aems include each item description, model/seriaklumber,
date of purchaSe. 'unit cost, building anti room location, and
type of equipment.

As mentioned earlier, each file will provide a se"ries of
operating reports. However, visualize a third-dimensional vec-
tor coming from any and all file combinations that are shown-to
be interlocked. These combined-file analytic outputs represent
what Sheehan (1072) calls Analytic reports. They represent
valuable management information for decision-making.

Cost Accountability Models
Your attention is now directed lo figure 2.1 :1'be pre-

vious figure represented tirimarily a technological task ofdeter-
mining relevant data elements and building appropriate coin-
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Inner files. But. as Sheehan notes. the real difficulty emerges at-
the third level of Planning and Management System when one
has to ask some future-oriented questions and simulate the
probable consequences. This figuie depicts a comprehensive
cost accountable forecasting capability composed of four inter-
faced components driven off the previously discussed data
base with user-defined constraints:

. Data from ale student and course files produce input to
operate the induced Course Load Matrix (ICLM). This package
is composed of the NCEIEMS program and a locally-designed
supplement that diaplays the department workload by student
intent by student level by course level. The latter also
tramposes the kw-dimensional matrix to show how various
studennntents array themselves across the curriculum by
course level by student level. Finally this user-defined program
identifies the various departinents_and students' intents as cost
centers anti prepares input for the subsequent NCHEMS
RRPM 1,0 _module. The cost for operating the program is
$17.50.

The Course anti Professional Staff files are employed to
simultaneously prepare the input for two separate modules ac-
cording to externally defined user specifications. The
NCH EMS Faculty Data Generator (FDG) program identifies
each instrector as a cost center and spreads each person's haul
and salary across departments by course level. It also shows
each department in terms of FIE faculty, total dirqct instruction
salary, total student credit hours, class contact hours anti stu-
dent credit hour produCtivity ratio per FIE faculty member. II
too prepares input for RIIPM 1.0 and the total cost is about.
$3.00.

RIVM- 1 3/. is drivern by data from the- two previdus
programs. and user-defined input 'about supplies, travel..
seuretariallelerical mplipment. and' dditional expert,
(Mures assigned to each department. The latter are manually
defined since the Finunce-ble is not complete. The Resource
Requirement Prediction Is/filth:1 shows total and unit cost per
FTE student by department, division and college. It also has a
module that computes unit cast per FTE student by student in.
tent. Finally it has a intuit& that allows the college to include
all other instructional support expenditures to obtain a Iola I col-
lege picture. To dath Yakima Valley College is loading thes0-
volutes as constants/until the opportunity m.conduct the ms:es-
Siury multiple regression analyses- to thitermine appropriate
weighted equations hir each supptirt category presents itself.
The cost for thi4 program is $11.00.

Although the closed system just descrilnid has pre-
sented a post hoc picture, il is possible to.-unhook" the model
from the data base and-open the system to include information
from such things as needs assessments. faculty activity
analyses, constraints from external awincies. job market contli-
lions, and special interests. Then one could pose some hy-
pothetical "what future questions and use the model in a
simulation mode. However, before proceeding nit* this line I
would like to digress7a moment and call attention to dui model
desigrual to augment. supplement: or even supplant' all of the
information previously supplied by tCiM. MC, and RRPM
t.ti. It is driven off input identical to FDG-with the addition of
credit hours, enrollment and coarse line molter identifier for
every course. An example of !hi: output information is shown
in figure 3.2

As you can see this model provides a fairly complete
profile of each &Partin:a Such descriptive indicators as Iotal
heath:omit enrollment. student F1'Es generated, full- and part-
time faculty ll'Es requioal to serve their students, student
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ACCOONTABILITY

credit hours, weekly class contact hours, and student (mint
hours are cahathited. Additionally the relative percentage con-
tribution of each value to the division anti college is deter-
mined. Second. productivity indices per FFE faculty member
on each of those values are produced. Third, total direct full-
and part-lime instruction salary and average salary put- FTE
faculty are determined. Fourth, a series of unit cost values are
calculated including headcount, student FIE student credit
hour. weekly student contact hour, weekly class contact hour.
and direct cost per hour of instruction. Finally, the computer
separately scales and bar-graphs each of the values in depart-
mental (divisional) ascending order. The program has been
wl'iaen le allow a user to add, delete, or modify an individual
course or instructor or department or division. The user can in-

Rgure 3

DEPARTMENT PROFILE

Department:

I. Description

1. Headcount
1A Freshmen
18 Sophomores

2. Student FIE
3. F-T Faculty Effort (Head)
4. P-7 Faculty Effort (Head)
S. F-T Faculty Direct Inst. Effort
6. P-1 iacutty Direct Inst. Effort
7. Courses offered (sections)
8. Student Credit Hours-SCH
9. Weekly Class Contact Hours-COH

TO. Weekly Student Contact Hours-50'H
11. Direct Instructional Salaries

11A F-T Fae. Dir. Salary
118 P-T Fac. Dir. Salary

12. Total Dept. Cost (Direct & Support)

'II. Productivity Ratios (per nE Faculty)

1. Headcount Enrollment
2. SCH
3. CCTH
4. SCTH
5. Student FIE

Averages

1. Section Size
2. Faculty Salary-FSAL

IV. Unit Costs (per FTE Facul

1. Student (headcount)
2. SCH
3. CCTI1 (weekly)
4. SCTH (weekly)
5. Student FTE
6. CO'll per hour Instruction
7. SCTH per hour Instruction

Code: Term/Yr.

Total % Div. % Col.

384
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V. Support Costs

1. Secretarial/Clerical
2. Supplies
3. Travel
4. Equipment
S. Staff Benefits
6. Additional

4 i)

chide experuhtures for supplies. travel, equipment. secretarial
costs, staff bithefits, and miscellaneous additional costs. These
are cited in the appropriate department, added to direct instruc-
tionul salaries, and aggrNated to the divisional and college
levels. Also the user can request the entire output of -an in-
dividual department or any single component in figure 3 in
either numeric: or bar-graph form.The program is designed to
array the same information by individual instructor instead of
department. One can convert information from a Faculty
Activity Analysis into weekly clasS contact hours (CCTFI) and
include it asrt of the instructor's workload. It can also ag-
gregate quarters/semesters to produce annual or biannual
composite department/instructor profiles. Thu cost is approx.
imately $2.0017.011 per run. Thus the locally created program
can be used to simulate various alternative solutions until one
appears to be appropriate. Then il can be submitted through
the ether three,program sequence to produce a more com-
prehensive impact picture. At this point college decision-

. makers must secure information a boul benefits accrued for
their investment and conduct a cost benefit analysis. This cart
also, be simulated as the users become more sophisticated in
asking the right kinds of questions in.the right way. Then, once
a deciSion has been made and anY action taken, it must be en-
tered in the data base and resimulated since the model itself
has now- become,part of the historical data.-

The creation of this comprehensive MIS system re-
quired an identification and definition of major' input and out-
put variables which merited the cost of collection, storage, and
potential retrieval. The input variables are usually represented
as dollars. Because seicial and philosophical definitions of out-
put are -currently so elusive to quantify, it was necessary to
begin by staling them as endogenous proxy or surrogate terms
like student credit hours, contact hours, elc_ which are con-
trollable through policy decision, quantifiable, anti presumed to
approximate the former. This task was crucial because an in-
clusion of irrelevant variables or exclusion of relevant variables
would break the system's closure. A particularly difficult task
was to trace and define our college organizational structure and
processes which transformed input into output. In order- Its in-
corporate the policy-making Mlerrelationship/procedures into
the system, it was necessary to provide for the formal chain of
command and the informal arrangements as well. The latter
was extremely difficult to quantify,

College Planning Group and Their Tasks
hi an attempt to prepare the various elements of the col-

kge to ,begin to view themselves in a new told more empirical
fashion, the preSident and research officer selected a 12 'mem-
ber, blue ribbon presidential planning advisory group, The
membership contained repreSentatives fronfeach existing divi-
sion, AFT, AFIE, amn of instruction, administration, student
personnel, and minorities. The students, staff, arid board were
to become subsequently involved through Patxurs"
which they WOLIIII stady and respond lo. The gro0 was given
complete access to any institutional data they requested. They
were then charged to become a knowledgeable resource body
to (a) simulate alternative action courses for various problems,
and (b) present documented recommendatiens to the president.
The president made a written commitment lo give serious.con-
sideration to the. position papers prepared by the group and be
answerable to them for decisitwls made contrary to their recom-
mendations. As the group members became Inure familiar with
the process and output they woultl serve as a vehicle lo dis-
seminate their understanding lo the campus. Initial tasks in-



cluded dut development of a spirit of mutual respect iind trust,
professional candor. and other capability te divorce themselves
from defensive parochial interests to a concern for the direction
of the entire institution, "I hey also had to be instructed in the
current language and interpretation of accountability measures.
A difficult task for them to master was breaking away from
"quill pen" concepts of assessing the college and becOming
aware of the computeCs power to simultaneously accommodate
the myriad variables exerting their influence: Also moving the
college decision-making prOcess from a crisis-reactive posture
to an anticipatory-planning mode is a slow process but il is oc-
curring as better, more empirical. and relevant information
hecorrats avaikthle.

The group had to become accustoriusl to observing the
college's resource .requirements arrayed in a program Mid-
get/PCS format rather than the way they typically conceived the
curriculum to be, Also the models. at this stage 'of utilization,
serve best as long-term trend indicators rather than as a budget
model, but the members tended to initially use the output in the
latter rather than former mile. The Models are hypersensitive
LII enrollment fluctuations and they had to adjust to the fact that
an increase in headcount automatically increases the projected
number-10f faculty Whether or not that may lie plissible for an

. - institution facing the budget crunch. Along this same lino. the
models project on it unit cost basis so they tend to overestimate
projected costs of established .progrimis which would lie
changed in terms of marginal costs. It costs less to add, or

'- subtract 10 persons from an exisCing program than to start a
program with 10 students, They had.lo account for the factlhat
the models did not effectively deal with inflation costs for goods
and- services. If enrollments were projected lo stabilize, the
projected costs Would also appear to remain constant whon. in
fact, they would be rising.

The group had to learn not only how to interpret the
mputer results. but also how to ask the right questions in the

right way. For exiimple, there most common -bisikward" ques-
tion from the model t;%ieuipoint is, "What can we remove .or
reduce.to save $50,0m in next year's operating. budget?" A
reduction like this could only he found by chance since it is
conceptually backward for the models to start with a specified
cost answer and work hack tri the input parameters: Finally
they had to accept the fact that these models were only tools to
aid in decision-making not decision-makers themselves. The
returns in no way indicated benefits to accrue from any cost
alternative. -A particular, decision tested by the models may
save large dollars bul destroy a program, or a high cost alterna-
tive may be-ef sufficient benefit to maintain its existence, Also
a model simulation does not purport to predict the future j-ier
but only explicitly indicates the nature of the-pmcess by which
the .fulure evolves out of the past and present,

Initially the group asked the management systems
officer to lead them- through Ihe process and they would ap-
proach their assignment us an open-minded sounding board,
They decided to utilize the model to establish an historical
baseline and louk for -developmental" rather than "promss-
laws to censtroct an underlying theoretical structure applicable
lo the community college. Thus, they were wary of initial pre-
dictions. As their knowledge and sophistication increased they
would gradually assume leadership and direction, although the
ultimate decision-making remained vested in those duly
:assigned such responsibility ant authority,

The first substantive effort of the group was to obtain a
comprehensive ovrviw of a particular instructional term.
This included numeric output frimn kith accountability 'models
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and the preparation of statistical charts Io Ophically display
the picture. At this point generalized overview presentations
were made to the Iktard of Trustees, staff, and student repre-
sentatives lo acqoaint them with the potential of these tools for
decision-making, policy-formation, and accountability to the
cianmunity. A concurrent purpose was to allay foars that this
system was club to bludgeon faculty. The second intim task

to array the college according to categories defined hy
SBCCE. determine patterns of strengths and weaknesses, and
ascertain how the model would represent the college in the
state .funding allocation formula.

Looking at the college from both perspectives pointed
up the fact that neither seemed lo provide a very meaningful
picture of the extent to which a cumnlunity college was meeting,
its mission, goals and objectives as stated in ihe VVashington.
Stav.t ComMunity College Act of 1967. In an attempt lo address
this pothlem and give the college more flexibility fo assign.
scarc,e resources for maximum utilization, the following itc-.
countability haseline matrix was presented to the group. 'I'hey
are currently giving it serions consideration and simulation
study prior to the preparation of a topical position paper.

Objectives Accountability Matrix
The three x four x four matrix encompasses the stated

goals and objectives of the college as stated in Sl3CCE puhlica-
lions, Community College Ad. and college accreditation report,
The,three main college objectives are to (a) provide Community
Service/personal enrichment offerings..(b) Developmental or
preparation activities such as basic skill development, etc..-and
(c) Continuing (Adult) Education that is postsecondary in
nature. These objectives can ho met by academic transfer.
academic nontransfer, vocational-technical transfer, or non-
transfer offerings. Finally these courses, activities, or programs
can he afered during the day or evening in either college-con
trolled or/non-controlled facilities throughout the college dis-
trict. Although the cells are mutually exclusive, it is possible for
a given course to exist simultaneously in several cells, For ex-
ample, Introductory Psychohigy 101-1 could be continuing
education, academic transfer, on-facilily clay while Psychology
101-2 would be continuing education. academic transfer, off-
facility evening, cell could be treated as a depart-
menI/discipline and the thretsrows treated as divisions. When
inserted into the model the output shown in figure /.3 could be
determined for each cell.

The college arrays Om current offerings within such a
matrix which discloses the current weighting given lo each cell
whether by design or accident. Some cells appropriately made
zero contribution. Al this point the-college makes decisions
about the priority weightings to he assigned to each of the cells,
determines needed activities and their historical costs, and pre-
pikes a curriculum template. Resources can he unmated to
each mil according to percentage contribution with appropriate
formula weightings for type of activities needed to,meel the cell

-objective, -A visible contingency fund hi innovation within
each cell can he included, The current departmental and divi-
sional offerings can be aryayed in matrix format and overhdd
on the college picture to determine excesses and shortages.
When selling up dui curricidar offerings for a .givon lerm the
Dean of instruction, division chairpersons, and departmental
heads.yean determine in which cells to place each course or itc-
tivity in terms of the primary institutional function it serve's.
The courses are then funded oul of the dollars assigned to the
cell, rather than moVing funds to accommodate the existing
course structure. Such a matrix would play a major role when
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courses are added, deleted or revised, Thus, it provides the col-
lege administration and staff with a capability to assign staff,-
facilities, dollars and effort to thp points where they tire most
needed without violating tenure, academic freedom.,discipline
integrity, instructor specialties, etc. Given constraim of
lenured staff, fixed facilities, etc., a decision to allot limited
resources to one cell would necessitate a decision to lower
another coll's priority. Once various assessible measures of
"sucppss" have been negotiated between the college and the
comMunity, they can be compared against these expenditures.
This implication of educational goals and mahugement as
negotiable Is observable as a national trend. Each student intent
clascificaflon could be spread across the Matrix viii the ICLM to
compare student goals with institutional goals. it also seems
that a concurrent objectives matrix could he Upplicable to
delineate the contributions of instructional suppart areas such
as administration, student personnel services, liOrary, physical

0

Vor-Tech
Nori.Tr

ff kr Planning nsa Management $ysterim

phial, etc., and interfaced with the curriculum matrix to pro;
vide a total cost .picture. It even provides the structure for a col;
lege to take theinitiative in tailoring and defining what they do
as well as how they wish to be held accOuntable. _Instead of
having goals and objectives defined by legislative mandate or
state commission decree, the cbllege can take a documented
(me to them. Differences will bib he based, only on how the
objectives were defined, no(upon how well resources are allo-
cated toward those goals.

Accrued Benefits
The system as il has evolved lo !his paint has produced

several benefits. Establishing the tiight master records has cm-
Med an inkigrated framework for the institution'ti ret:ord-keep-
tog and managemeni informalion. Thk renovation process has
developed several reports which have fallen out of the data
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organization process and have important iinhedded
information. Second, it has greatly simplified compl; ince

with umnennis requests for information lw SIKVE and other
external agoncics. Third, the old adage -If you don't ktmw
where you are going. any road will get ymi thero'''has been true
to some degree in the past, but access to a new empirical and
non-traditional vieW provides insight for more relevant hmg.
range planning. II hos also enahlt!d our college lo approach
funding agencies with new confidence. Finally. the sys!Mr' and
1110delti have heCOMe OM:ellent communication devices within

ory A. Rice

the college for n .goliations, curriculum planning, etc. Currently,
the nuidel is being used primarily lo substantiate the wisdom of
an intended action cotirse. although there are signs that
familiarity is producing more staff use as future-oriented
simulation planning.

II is my hope that Ibis presentation will servo its o
stimulus to solicit constructive comments -from colleagues at
this Forum mul ethers engaged in similar endeavors. Sharing
experiences. techniques and strategies can SW.qe much wasted
energy, lime, personnel, dollars, ar.,1 effort.

The Warming group is studying the feasibility cii implementing the NaiEMS-IEP process. If adopted, their stiff w re modules would be linked
with thci operational models depicted in this figure It also appears that the matrix proposed iii EigLire 4 Would accept 1E1' definitions and structure quite
conveniently,

2.The Washington State University computer installation accosseit r moiety VVAIS an IBM 360/67 ReleaF4f 21.7. One run required on the averag
120K, 3 discs, 2 minutes CPU time, 10 minutes elOwd time, and produced 11K lines of output tor a complete curriculum profile.

Lelong, D.C. Allocating and utilizing resources. In P.L. Dressel (Ed.), !nstituiion,tl research in the universi y: A handbook San Erancisc I

Bass, 1971.

Lessinger, L.M. The concept of accountability. In A.C. Ornstein (Ed.), Accountability for teachers and school administrators, Belmont, California:
Fearon, 1973.

Rice, (i.A. Implementing a resource requirements iureclicticin model in community colleges. Unpublished doctoral dissertation Washington State
University, 1974.

1972.
heehan, B S. Repor one Western C nadian universities task force on information necds and sySt0015. Calgary, -a University of Calgary,
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IDENTIFYING COMMUNITY IN COMMUNITY COLLEGE

The current trend from class to mass learning greatly
enhances the real purpose of community colleges. In a very
simple definition, community college means opening access to
higher education to all the people living ih a partiGular district,
city, service area, etc. Whether the college serves an urban,
suburban, or rural setting. similaritim 1' Y ist in the need for first
undorstanding the community, its grow; its people, their
organizations, and their institutions, and thee offering educa-
tional opportunities, both for production and foi ,fisumption
(9irenbaum, 1974. p.6).1

Community colleges have, as one of their five legally
charged functions. the responsibility to create comprehensive
programs and services which are equally accessible to all
citizens residing within their defined district. Providing such a
community services program traditionally means activities for a
normal progression through the system. Also, most approaches
to "outreach" have followed the pattern of "extending the cam-
pus" through exportation df existing courses traditionally
taught by circuit riders from the central campus or locally
employed persons. Most such prOgrams have grown out of
locally expressed needs of limited groups or mailoul interest
surveys. Despite warnings by Verner (1960) that such
programs need to be based upon (a) a solid foundation of
citizen participation and college-community interactions, and
(b) a thorough understanding of the specific community to be
served, most community colleges skip the essential first step of
conducting a comprehensive community survey.

Harlacher (1965, p15) contends that implementation of
a program of communiVoriented educational services requires
a' departure from the campus concept of college and the accep-
tance of several fundamental principles:

1. In a community college the campus is the length and
breadth of the junior college district.

2. The intention of a program of community educa-
tional services is to bring the community to the college and to
take a comprehensive college program out into the total service
district,

3. The educational functions performed hy the college
must not be limited to formalized classroom instruction,

4. An essential function performed by the community
,college is to serve as a catalyst in community development and
self improvement. .

5. The program of community educational service
sponsored hy the junior college serves to extend the resources
available to the community.and does not replicate existing ser-
vices.

Various aspects of the modern community college in-
volve issues to which institutional research should address it-
self. Among the factors to be considered are the organizational
structure, physical structure, communication with faculty. staff,

Joseph ilossmeier, Northern Virginico Community College
Montho Mhos, Broward Community College

Cory A. Bice, Yokimo Volley College

students, the community. trod the state, and a mana nt in-
formation system accountability structure.

Organizational Structure
In the metropolitan community college oi-ganizational

structures are varied. Numerous modes of learning networks
are established throughout the college structure. A crucial issue'
fur institutional research is investigation et- whether the organi-
zational structure existent at a college is conducive to the

hievements of the goals and objectives of that college. The
original structure should reflect the college's short- and long-
range goals:

With a multi-campus approach to learning, decisions
Must be made concerning the degree of autonomy which each
of the campuses or college centers, should have; An area of,
much concern is whether college administrators should riper--
ale from a central base or whether there is decentralization of
authority. Each multi-campus unit should enjoy a certain
degree of autonomy, especially in the areas of curricular and
instructional concerns_ However, the community will ha best
served when the policies and procedures are coordinated
throughout the college service area.

The community or the area which the community col-
lege serves should be the central focus in the determination of
the college's goals nd objectives. The ultimate purpose for
these goals and objectives is to serve. the educational needs of
the people in the service area. As the coMmunity college ex-
tends itself beyond the barriers of the college walls, it must de-
velop its internal organizational structure to give the maximum
flexibility possible in dealing with the issues within its com-
munity,

Physical Structure
The physical environment of the area in which the-col-

lege is located is a major determinent of the physical structure
of the college. The population in the service area, number of
square miles, amount of in-and-out migration, and charac-
teristics of the community. (racial and ethnic demographics. age
groups, types of industries, physical location, and travel ar-
teries) must be identified before an adequate physical structure
to meet the needs of the community can be issued. One ap-
proach to utilize physical facilities within the community is to
make use of various store-front locations. These so-called
-kleenex colleges." a phrase coined by Knoell and McIntyre
(1974 p.96) to depict the disposable quality of storefront loca-
tions, include such facilities as numerous businesses and in-
dustries, military bases, prisons and reformatories, private col-
leges. elementary and secondary sphools, churches, hospitals
mental health centers. retirement centers, shopping centers,
and apartment- complexes. In addition to the storefront Inca-
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lions, the learning network wine:tntd hy varid educational
services can be expanded With the intent of increasing the op-
tions for learning. These options must exist in a society in
WhiCh lifelong learning or learning for life is a necessity for
inany and a delight for some. Two experimental examples
which use existing column tidy communication networks to ex-
pand educational options incteule (a) an Extended IANtrning In-
shade which operates thi-ough a mix of television, film, intt
audio printed materials: nd (b) computer assisted instruction
in the form of TICCIT (Time-shored, intera(tive ilipiIt

controlled information television). While these ie.., :anovair,
approaches are still in their infancy, they are cm:ring Ewcatise
they rely' heavily on modern media is)1ich has the potential to
stimulate nuiss learning systems. Possibly these exivriments
could have a profotuul timpact on the development of packag-
ing modules (or lea ming in more effective ways. These tech-
niques are interactive :mil as far as possihle, self-opending in
that theN provide a highly individualized approach to learning in

thilc and in free space.

Communication with the Community and State
In order to analyze the service population, communica-

tion with the,community is imperative to determine what data
already exist. In the metropolitan areas, there are numerous
agencies which collect data on a regular basis. Among these are
the social service agencies. community planning groups, Cham-
bers of Commerce. employment service. research departments
of utilities, etc, (Even places such as condominium asscx:intions
and land (levelopers have a wealth- of-information cnncerning
the community). The community college researcher should also
not overlook research efforts of nearby educational institutions.
Universities have very well developed research departmen!s
which usually maintain information on all areas within tie
state: Likewise. county school boards arid intermediate distrios
maintain pertinent information on the community and the stu-
dents. To identify the community each one of these existing
souyces should he tapped. The researc: ,mr should identify the
agencies, contact key persons. and determine dates when the
information is periodically updated. Mailing lists can he devel-
oped and maintained after initial personal contact,

A community college faces several difficulties in its at-
tempts to establish bilateral communication with persons in its
service area. Eitst, any geographical barrier cart prove to be sig-
nificant in establishing a college image and a presence 'away
from the main campus. The vast majority of two-year college
students commute to the college for short periods during the
day and return to home or work, so they do not establish much
identity with the college. Second, ethnic groups have voiced
concern that their needs have riot been heard or addressed_
Third, there are often long-standing community rivalries about
where the college off-campus centers and offerings should he
located throughout the district. Although they are legally
defined as cooperating groups, in actuality they are likely to be
fiercely competitive and actually antagonistic. This acrimony is
quVe counterproductive to the creation of effective community
service programs. Fourth, students from the remote !;orners of.
the district face the limited alternatives of (a) moving to live in
the collage facilities or local housing, (h) commuting long dis-
tances under bad road conditions during the winter, or (c)
forgetting about postsecondary education. Fifth, the political cli-
mate of the community college service area plays a major role
in the determination of college-community relations.

While the college isrhusily attempting to accommodate
the needs of local students, it has an obligation to operate with-

H o meler, Vh mit iS cirul nice

in the guidelines of a state-wide community college system. As
with most state-level bureaucracies, occasions arise when -red
tape" complicates response to local needs. -At this point the col-
lege has to devise an ongoing mechanism to asseSs community
needs and relay such needs to the Stith!. Feedback to the state is
essential in maintaining a broad perspective of changing condi-
tions. However, caution must he exercised that when the state
coordinating agencies determine what information they require
to present to the legislaturem they do not destroy local control.
Constraints imposed by state system mission and goals or
reporting procedures can thwart many potenlial students. Mak-
ing sure that the st,,,!e nits the correct picture of the college
operation and the isr::j 10 IMm overcome represents one of the
most crucial issues tu community college researchers,

Accountability Structure
The first step toward community involvement and par-

ticipation would he a needs analyses throughout the service
:irea using [moth local and grant monies. Special interest grmips
should he contacted, ripen public hearings provide oppor-
tunnies for catharsis and valklated needs emerge. Attempts to
fulfill these needs are then made and the Retard of Trustees and
college officials make frequent reference to the results of the
studies for policy and operating decisions. The community.
through various advisory groups, is confirm:1NY apprised of
efforts toward these ends. Atklitionally. the college atteMpts to
employ citizens in each community to keep its fingers on Rs
pulse and assist in formulating needed community service
programs. Subsequent follow-up to determine the success of
college endeavors keeps the system open for continual -input
and feedtwick from its constituents.

A community college in Washington State is currently
operationalizing its entire operation in a concerted effort to ob-
tain relevant, timely, iind accurate information alxad com-
munity needs, They have constructed and interfaced 8 master
computer files. To this interlocked data base, computer sitnula-
lkm models including RRPM 1.6, NCHEMS-IEP software, and
a locally designed Model have been designed and are tieing im-
plemented, A presidentially-ap'pointed college planning advise,-
ry group has been coming to grips with goals/objectives cost
analysis and productivity measures and preparing position
papers regarding future directives. Currently they are studying
and simulating a baseline accountability matrix which would
allow the assignment of resources toward stated mission, goals,
and objectives rather than in a department/discipline structure.
This would enable the college to become much more accounta-
ble to the communities it serves. state coordinating agencies,
and the legislature.

It should be noted, however, that the creation and im-
plementation of a computer-based system represents a begin-
ning of a community accountability structure. Educating the
various clienteles, trustees, administration, faculty, stu-
dents, and community, to view the college existenm and opera-
tkin from a common. empirically-based reference, point
becomes a first task: Concurrently env must overcome fears of
-time-and-motion,- "chicken-entrails analyzer," -handy-dan-
dy instant answer to all problems." etc. to utilize the informa-
tion as a tool rather than a club. Second, attempts noW need to
be made to incorporate additionat variables influencing cost
and productivity such as needs assessment information, faculty -
activity analyses, economic characteristics of service area, sup-
port costs. etc. -Third, community college professionals must
take the lead in assisting the community. legislature, courts,
and others to define those criteria by which they will be held
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IDENTIFYING COMMUNITY

(immutable. Surely others will define moat things for them if
they do not do so. Finally. the community college staff needs to
(a) reach out to its Constituents, (h)tletermine their valid needs,
(c) ascertaiu resources niquired to serve these needs via

(d) present one's docunuinted case to funding agen-
cies. (e) carry ont programs/a(:tivities calculated to reach
spmified end consensus assessable objectives, (f) follow-up
after an appropriate time frame, anti (g) relate accomplishment
-back to expended resources.

Several other accountability measures can also be
employed by the community colleges. First, each college could
adopt a Management by Objectives approach to decision-mak-
ing. Siiconk'each college could assist in the-development of a.
state Master: Ian for Research. This plan would call for all col-
loges to evaluate their p0.41 activities; monitor current programs,
procedures,_ and policies: model and assess torture

'Editc.itiori for pf tom prepares people to ITT

Ilirenlia um. 1.,V. M. (IA). from clap;

possibilitim and analyze quantitatively andqualitatively infor-
mation about all aspects of the educational en 'ironment. The
assumption here is that only to the degree Ihal analysis,
reseim:h. assessment, and planning in all facets of institutional
activity become a reality. can a community college really show
responsibility to its public..

In summary the notion of a comprehensive LIVIIIMInity
college should he modified to read comfrrehonsive community

-scollogit oducution. !tither than planning aroand the traditional
chmpus, future efforts need to he directed towrad a corm
munity-college interface. The culle.ge must c0m0 10 be viewed
less ns an institution apart from the people and more as an in.
tegral part of individual anti group lifelong life styles. The wall
between the college and the people it seeves must be broken. In
the words of Robert Fros1, "Before I built a wall I'd ask to know,
what I was walling in or walling out.-

Lducanon ipr consuinfmon

lorning New ifirectiom ft

kilo ler Ige life itself. (Birenhaurn, 1974)

(miry ll San Franc iy-Ttass, (1)74,
Harlacher, L Critical requirements f r the cltahIiilJfnent of effective JUflIflr college prflgr,iuIV s of c monity serviws. Unpublished doctoral dis-1 University of California-Los Angeles, 1965.

II, , 5 McIntyre, C. Planning Immunity. San Franci lossey-Bass, 1174-

Verner; C. The funior colletw as a ,,c)cial institution. to ognmunity setv .; in the cnunrnc!nhly college. Annual Honda tunior College Conference.Tallahassee: Slate Department ot Education, septembei,
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GROUP INTERACTION USED TO ACHIEVE THE DESIRED OUTCOME IN A
COMPETENCY-BASED COURSE

The primary role of those in inst(tutional research is not
direct instruction; rather. n major function is eliciting informa-
tion concerning the educative process. The intent of this
manuscript is to present a lesting-learning process that, when
applied in the classroom, should result in increased learning.
Thus; the application of this innovative technique, as well as
others. may affect the traditional measures of success in higher
education; that is, grade point average and retention statistics,

Governors Stale University is committed to experi-
menting with nontraditional and innovative modes of instruc-
tion. Conseqvently. the testing-learning experiment detailed
herein is an attempt to affect the instruction of a student body
whose uncommon demographic characteristics are 40% racial
minorities and 100% non-residential commuting students
while having a mean age of 32 years.

Theoretical Tenets
Beeson (1973) argued effectively from research for the

necessity for change in conventional testing techniques in the
classroom. The model for this experiment is not the direct ap-
plication of the known work of others; rather, it is eclectic. The
major tenets are as follows:

1. Greater control and maintenance upon the advan-
tages of instructional refinements must be affected
for the maximal capitalization of the technique
(Sullivan, Baker, & .Schutz, 1967).

2. Peer interaction in the'classroom is essential (Piaget,
1964).

3. Highly motivated students exhibit the greatest vigor
in their pursuit uf learning tasks when the probabili-
ty of success ts about 50% (Atkinson, 1964).

4. When the experimenter Controls knowledge of
results to indicate that the learner's performanee is
inadequate, the student increases his effort to cope
with the task (Thompson & Hunnicutt, 1944).

5. IndividUalized instruction can be improved by pro-
viding each student in a group with diagnostic feed-
back about his learning (Bloom. 1971; Bloom, Hast-
ings, & Madans, 1971).

6. The reinforteMent schedule can be set to meet the
constraints of the experiment since no eildence has
been found that supports the contention that smaller
increments are superior to larger increments
(Sullivan. Schutz & Paker. 1971).

Subjects
The subjects were 54 masters candidates in the College

of Human Learning and Developmeni who were primarily
teachers in kindergarten through twelfth grade: Their reasons
for earning an advanced degree were primarily to meet cer-
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tification requirements and to receive salary schedule incre-
rnents. Thus. the assumption is made that the subjects were
motivated boi professionally and monetarily. Furthermore, the
subjects were similar to the general demographic characteristic
of:the GSU student body.

Methodology
The experimental procedure was conducted twice dur-

ing the luly-August 1974 eight-week session at the mid-term
and final examinations, respectively. The general -procedure
was to administer a 30-item multiple choice examination hav-
ing 4 options during the first 45 minutes of the 3-hour class
meeting. The class was then dismissed and reconvened in 15
minutes. During the interim; the examinations were scored and
then ranked from highest to lowest. Using the randomized
block procedure, the examinations were systematically dis-
tributed into seven equivalent groups each having a sampling
of the highest through the lowest scores.

When the class reassembled, the knowledge of results
by individual student was not communicated. Rather, the class
was told that few individuals met the competoncies, but most
were close to realizing the criterion. The class was then sepa-
rated into s mall groups with their charge being to determine the
rationale for the appropriateness Of the responses to each item.
The groups were left to their own discretion for the task with
the time limit being 45 minutes.

-At the mid-term the same examination was ad-
ministered after the group discussions. Furthermore, the group
was retested one week later again with the same instruments,
but were not informed that thc second retest would transpire.
The procedure, however, was changed at the final examina-
tion. The retest was with a parallel forth and for obvious
reasons the group was not given a second retest as the final ex-
amination was held on the last scheduled class meeting.

A total of 54 students participated in the mid-term ex-
periment with 7 groups being formed; 5 were composed of 8
members, and 2 had group membership of 7. At the final ex-
periment. 50 students participated. Again, seven groups were
formed; the size of one group was eight, and the membership of
the remaining six groups was 'seven. During all group discus-
sions, the two instructors observed the interaction of the mem-
bers and concluded-that all tenets were met and that students
were learning from each other.

Statistical Treatment
Analysis of variance (ANOVA) was used to test for sig-

nificant differences for scores of each testing. The interaction
term, groups by testing. was investigated first and then the
main effects of testings and group membership. The alpha level
was set at .001.
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GROUP INTERACTION

Limitations
'The design was quasi-experimental in nature since in

both testing% there was no control group. ((ampbell tt, Stanley.
1901), I iowever, the purpoFe of the testing-learning experience
was to assist the students in meeting the competenccies, not to
meet the tiiinsIraint of an experiment. The mid-term lestin-g was
coaducted with only One form of the instrument, hut was nig-
mcntisl lw a second retesting one week later.

Results
Analysis of the teserelest ..sisulls for the mid-session

showed a dramatic increase in the scOres for each of the seven
groups. The man scores of the 7 groups for the first test of the-_

Table 1

DESCRIPTIVE AND INFERENTIAL SATISTICS FOR
THE M1D-SESSION EXAMINATIONS

Mean Scores at Testing""
1*

1

2
3

4

8
8
8
8
7

1

18.75
18.38

18,25
17.86
19.60
19 57

3...

24.25
27.62 26.90
26,25 24.00
24.25 25.10
22.88 24.50
25.00 24.80
24.14 22.70
24.92 24.90

First testing
First retest after group discussion
Second retest after one week
ANOVA results:

Testings; F 813 1- dfs ui and 141, p < 001
Groups; F rffs o: and 141, p >4001
Interaction; F 2.81, rih, :1 I 2 and 141, p >.001

Table 2

DESCRIPTIVE AND INFERENTIAL STABS-KS FOR
THE FINAL EXAMINATION

ean Scares at Testing***
GROUP

8 15.75
2 7 16.29
3 7 16.43
4 7 16.14
5 7 16.43
6 -7 16.14
7 7 16.57

TOTAL._ 50 16,24

First testing" Retest after group discussion
ANOVA results:
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2**

21.25
22.29
20.86
23.14
23.48
22.43

. 22.43

22_00

Testings; F = 15.12, ci 1 and 86, p <.001
Groups; F 3.72, dfs 6 and 86, p >.001
Interactions; F = 1.17, dfs 6 and 86, p .001

mabsession rangml from 17.88 to 19,57 with a class average of
10.65. Croup results for the retest ranged ['rem the lowest group

. 11101111 sCorl! of 24.25 to the highest group mean of 27.62. The
total gmup mean for the retest, following group interaction v a
discussion, was 24.92. The specified level of achievement of al
least 80% correct (24 ite(11s) on the mid-session exiuninat: n
was realizeil by only 4 of 54 students on the first testing. After a
group-interaction session in which a logical determination of
the cormict response for each item was determined, the retest
was given. A total of 44 students Mot the slated level of compe-
tency as designated by the coordinatorS of thii module. This i--
divetes a markisl increase 7.4% achiving the expected level of
competency on the first lest to 01.5% reaching the acceplabk
competency level on the retest immediately following the group
interactions.

The follow-up testing one week after the mid-session
met with similar results as the retesi following group interae-
lion. There was no significant differenee between groups when
the retest scores and the 1031 scores one week later were com-
pared. The scores ranged from a low of 22.70 to a high of 26.90
with a class mean of 24.98. A total of 79.6% of the class
achieved the desired level of competencies on the follow-up
testing one week later.

A two-way analysis of variance yielded significance for
the main effect of testing al the .001 level of significance, but
non-significant main effects for groups or interaction effec1at
this level. The mean scores by gimp for each testing and the
analysis of variancieresults are presented in Table 1.

Comparing the results of the test-retest on the final
exam yields similar findinge;!,This 'is particularly encouraging
since the retest was a parallel of the form used prior to group
discussion. Once again there was a significant difference for
the main effect of testing as indicated, but there was no sig-
nificant difference for the main effect of groups, and (hive was
no significant interaction between main effects. The mean
scores for groups and testings on the final exam and the
ANOVA are presented in Table 2. At the first testing the mean
correct for the total was 16.24 with range of group moans being
15.75 to 16.57. On the parallel form after group interaction, the
range of scores for the groups was 20.86 to 23,28 with the total
mean equal io 22,00.

Al the final examination, the instrument used de-
manded more expertise on the part of the testees than at the

. mid-term examination. Thus, the level of competence was set
al 67% , not 80% Only 9 out of 50 subjects met the minimum
criterion after the first testing. but 37 met the competency al Inv
retest ,using a parallel form with the benefit of group. interac-
tion. This represents a total of 74% of the class meeting the
level after peer assistance with only 18% meeting the standard
prior to the treatment.

Conclusion
The results of this rather simple quasi-experimental

situation indicate that group interaction can he used effectively
to help students-leareers achieve a desired level of competence
in a content-oriented course. These findings, however, arc ternz,
pered with the fact that the experimental design level did not
include a control group. With the encouraging results, it is hy-
pothesized that similar findings would be evident in any ex-
periment conducted with a pure experimental design. Further-
more, the procedures cited in this paper are directly applicable
for use in any institution of higher education.
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EVALUATION OF ONE TYPE OF NON-TRADITIONAL PROGRAM IN HIGHER
EDUCATION

L. Lu Mo dem Wood it Comphell, Boy Alvord, and Julio Soggar
Brigham Young Univorsity

Boocock (1972) observed that the conventional strue-
lure of modern education is not conducive to learning pro-
cesses. University students and instructors have experienced a
growing awareness that the modern curriculum tends to be a
straitjacket which retards student and faculty development
(Staley, 1969). Tesconi (1972) argued that the -homogenization
imperative- of a factory system of education -trivializes man,
(and) leads to impersonality in the school. (p.157).

Discontent in modern education has influenced the
rapidly growing use of wilderness-type curricula to help
remedy problems found in modern educational programs.

,Several wilderness-type programs presently exist at various
universities, as evident in Shoff and Shoff (1972) and Barcus
and Bergeson (1972). Wilderness-type programs have been
used lo help in tbe development of zeal. motivation, determina-
tion, self actualization, and other such attributes which have
been considered lo be major determinants or academic success

.in higher education. The Monthly Newsletter iiy the Royal
Bank of Canada (1974y slated: "Charles Darwin held the opin-
ion as the result of a lifetime of critical observation, that men
differ less in capacity than in zeal and determination to. utilize
the powers they have."

Educators have theorized that improved attributes of
self concept can improve the academic success of students.
Research is needed to determine the extent to which the
wilderness-type program can be adapted to generale improve-
ment in these attributes of Self concept and the extent to which
these attributes influence academic success.

Use of Wilderness-type Programs
Evaluating success of nontraditional programs is a ma-

jor problem. Evaluation results of various types of nontradi-
tional programs have been somewhat equivocal because of
their evaluation methodologies. Foulds (1971), Clifford (1967)
and Adams (1969) reported significant changes in self concept.
The changes, however, varied from study to study. Treppa and
Fricke (1972) and the counseling center staff of the University
of Massachusetts (1972) reported no significant differences in
measureci out-comes for group experiences.

Variations in reSults of various studies are attributable
to variations in the -purposes of the studies, Grossman (1967)
and Maynard (1969) used wilderness training programs to help
juvenile delinquents. A hanber of programs have been used to
improve the academic performance of potential "dropout" stu-
dents as leported by Berry (1966), Lingo (1966) and Moses and
Peterson (1970).

Barcus and Bergeson (1972) and Stimpson and
Pedersen (1970) emphasized the need to determine the perma-
nence of self-concept changes resulting from wilderness train-
ing programs. Previous studies have lacked the longitudinal
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research to examine permanency. Another methodological
problem in most of the previous studies is lack of a control
group. Barcus and Bergeson (1972) stated in review that "only
one study (Moses Ft Pedersen, 1970) used a comparison with a
control group.- Other problems found in previous studies in-
clude extremely small sample sizes and problems of statistical
procedures, such as the use of multiple I-tests. These concerns
were considered in designing the present study.,

Researeh Objectives
The research purpose was fourfold. The first purpose

was to evaluate the accomplishments in terms of the objectives
of nontraditional programs in higher education: send, to evalu,
ate the achievement of participants and their reactions to the
program; third, to ascertain the adaptability of such programs to
various on-campus departments in institutions of higher educa-
tion; and fourth, lo provide appropriate recommendations to ad-
ministrative officers of the university as to the relative contribu-
tion Of the program lo the university.

Methodology
The group of students who had completed two evalua-

tion phases of an outdoor survival program and two different
CLASP (Creative Learning through the A pplication of
Sociological Principles) groups, all involved in wilderness-type
mlucational programs, wore examined together with two con-
trol groups. The control gfoups were a conventional, -on-cam-
pus beginning class in sociology, and a conventional on-campus
T-group. A total of 201 students were examined in the analysis:
21 students who had completed the 2 outdoor survival-group
phases, 61 in the 2 CLASP groups, 86 in the sociology control
group, and 33 students in the on-campus TlIroup. There were
2 concurrent CLASP groups taught by 2 different instructors:
30 students in CLASP I and 31 in CLASP II. Since the groups
were of necessity intact classes, robustness of statistical
analysis, referred to by Stigler, (1973). was assumed for the
analysis, An additional 271 students who had been readmitted
after suspension, some of-whom had qualified for readmission
through a wilderness-type experience. weie also examined.

Outdoor survival. Students in the survival group
registered for Youth Leaders.hip 480 (Outdoor- Stirvival) at
Brigham Young University. Summer and Fall semesters of
1971. The survival experience is a five-phase pregram follow-
ing an initial two-day campus instructional activity. The 5
phases of the 30 day program are entitled Impact, Group Ex-
pedition. Survival. Small Group Egpedition, and Solo. The Im-
pact phase consists of 3 days of total or large group activities
which include a 40-mile bike and living off the land. In the
Group Expedition phase, separate male and female groups en-
counter a 70-80 mile hike and are involved in molted pill set-
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ling and cooperative problem solving. In the Su rvivid phase, the
entire large group satisfy their total neeils entirely off the land
hit a six-day period. In the Small Group Expedition, 4 to 5 stu-
dents tackle cross-country problems for 4 to 5 days in an 80-
mile hike. In Me Solo phase. students iii iii i four to five day
wilderness isolation situation. The survival experience
progrmn is based on the conviction that more is karned through
active participation than Ihmugh ihissive acceptance. Limming'
activities are spei:ifically designed lo develop greater self ac-
tualization.

CLASP. The CLASP program, which is an adaptation
wilderness program, c(insists of seven phases,.Aa) first

week: testing, simulating, and preparatimt (I)) second-third
week: human relations and survival lab in wilderness (ele-
ments of mittloor survival adapted to sociological principles.
theories, and tefi:hniques): (c) fourth-seventh weeks: post-
wilderness community problem solving upon returning to cam-
pus: (d) eighth week: mid-term evaluation: (e) ninth-twelfth
weeks: skilled experiences: (f) thirteenth-fourteenth weeks:
reporting. sharing, discussing, and analyzing: and (g) fifteenth-
sixteenth wecks: evaltiolitm and grading,

The CLASP program was devised as a -sociology
semester'. (Sundeen, 1972) with a nonstructured curriculum to
help the student develop his own concepts. theories, and skills.

Jntellectnal

Social

Emotional

Spi _tual

Physical

Aduins, Campbell; Alvord on( S ,ggur

Tlu! Student is placed in an environment where he or she tests
out relationships of his own emerging goals with those of othei
students and faculty. The student is given increasing respon-
sihilities for solf-directSm throughout The semester.

Ifeadmission. Students included in the readmission
adaptation analysis are those suspended from the University for
academic failure. The suspended students were readmillml
through one of the following four different voluntarily selected
programs: first, college work at another institution of higher
education with a specified minimum grade point average
(CPA); second. completion- of specified correspondence
courses with a minimum GPA: third, 'acceptance by a readmis-
sion committee in response to a special request of the, student
based on particular evidence of academic capability: and
fourth, satisfactory completion of the outdoor survival training
ckiks (Youth Leadership 480). Sample sizes of the 4 groups ex-
amined in this phase of the study were 102 students in the Col-
lege Work group, 58 students in (brnispondence. 17 in Sur-
vival Program, and 74 in Commineo Ducitam. Success of the
survival program in preparing susRinded students for readmis-
sion was measured in terms of both mean CPA and percent of
students successfully completing their first semester after wad-
mission.

!tuition. Evaluation inctisures were iulministe ql to:

Figure 1

INTEGRATED MODEL FOR EVALUATION AREAS OF COMPETENCY

etionai
_etifiegtian

Program
otj get ives

Individual
Interpersonal
(Smail Croup) Commun y

(Large Group)

Personal
: Needs

Context for Skilled Performance
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NON-TRADITIONAL PROGRAM

provid . a basis for sttilislical analyss of studen1 Challgeli ill
Menial health, sociological content knowledge, and ovarall con-
cypher] of the pmgram. Mental health or self actualization was
measured using the Tennessee Self Coircopi Scoh:iind the l'or-
smolt Orientation Inventory (PC11). Although other types of
self-rum:11)1 pleasures have heell ased by some researchers
(Clifford & Clifford, 1907: Slimpson & Pedcisen, 1970: Tr(1ppa
& Fricke, 1972), tIm Tvnnirssec Scalc inul the 1101 have ap-
parently hail mow widespread usage (1-leap5 & lh(l1Sli!ll5(lti.
1974: Thorstenson & I it-!ops, 1973; 13arcus & Bergeson, 1972;
McClain. I970). in addition l() ils use in identifying selfconcept
(Foulds. 1971; Fox, 19013: Knapp, 1903). POI has been used by
therapists as a diagnostic instrument le measure a palimirs cur-
rent- level of positive mental health of self actualization
(Shos(rom, 1064). The POI also differentiates between groups
of subjects representing different categories of self aclualiza-
thm (McClain, 1970: Shostrom, 1904-, Fox. Knapp, & Michael.
NUM, The Tennessee S,:;ale and the P01 were each ad-
ministered in the form of pre and post tests to various survival,
CLASP, and control groups.

Sts:Mlogical content knowledge was measured by pre-
and post-forms of final examinations. The final examination
forms were constructed by Individual Learning Systems. Inc.
(HSI and were designed for beginning courses in sociology
(Kinch, 1971). The ILS forms were -administered to both
CLASP groups and to a control group.'

Students' overall attitudes toward the program were
analyzed using follow-up questionnainis which asked the stu-
dents to compare their CLASP semester with Ihe best other
smester of their university life in relation to: first, learning ac-
quired: second, personal growth: and third. the -excitement-
alum! learning.

Multidimensionol evoloutioo. Snow (1974) suggests
!hal thew is a compvndium of outcomes from any educational
experience. Ilnexpected outcomes may result from new learn-
ing methods in unfamiliar surroundings involving un-
discovered principles. Nontraditional methodology and out-
comes suggest a peed for a multidimensional research model.
One dimension of a multi-dimensional model for evnluating
wilderness-type programs shown in Figure 1 is the -Context
for Skilled Performance" in terms .of size of the group being

_evaluated, whether individual, small group, or large samples.
A second dimension adds five sociological attributes listed in
Figure 1 as intellectual, social, emotional, spiritual. and physi-
cal. The third dimension includes Personal Need Fulfillment,
Program Objectives. and Institutional Certification. Adding the
third tlimension to the Iwo dimensional model provides a more
c.omplete approach to evaluation and illustrates the compleiaty
of the problem. Continuation or present research for
longitudinal analysis is an essential part of the evaluation.

Results
Many differences in attribute changes for the wilder-

ness-type groups ever the control groups were significant. A
certain amount of mental health improveMent was found le be
unique to the outdoor survival group. Sorne of the results from
the CLASP group wore consistent with those -from the survival
group, but others were different. Consistencies and deviations
hetwedn results of the Iwo programs can he expected since the
CLASP progriun adopted only certain wilderness-type ele-
ments from the survival progratn.

The attributes in the Tennessee Self Concept Scale
which were significant for at least one of the groups examined
were identifiml in Table 1. Six of the attribute changes iden-

Table 1
SIGNIFICANTI CHANGES IN SELF CONCEPT FOR VARIOUS EXPERIMENTAL

GROUPS IN WILDERNES&TYPE EDUCATIONAL PROGRAMS

Allribute
Survival

(Immediate)

Physical Self
Moral and Ethical
Behavior :-
Self-Satisfaction
identity
Self-Criticism .

PerSonality Integration
Social Self
Family Self
Personal Self
Total Positive
Neuroticism
Personality Disorder
General Maladjustment
Defensive Positive
Number Deviant Signs
Psychotic

Survival
1 year

1

CLASP

It

CLASP
II

Control

Group

oups
Conventional

Class

f Arrow denotes significant change, p O5, between pre-. and post-measore of the Tenne5see Sell Concep cafe; direction.of arrow indicates positive(I ) or negative (I ) change,
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tilled in the Immerliale results were also observable in the One-
year results for the survival group: Physical Self, Moral and

Behavior, Self-satisfaction, Identity, and Personal Self.
Two of these same attributes were also common to the results
for both CLASP groups: Self-satisfaction and Personal Self, No
significant change on the Tennessee Scale was found for either
the T-group, or the conventional class. All of the attributes
listed in Table 1 which showed significance were significant
for CLASP I. The differences between the significant results
for CLASP I and CLASP II can he explained in terms of
different instructors for the group and individuaLdifferences
between the Iwo groups.

Thu results in Table I indicate a degree of permanency
in certain attribute changes for the survival group. Certain at-
tribute changes also appear to he common to each of the wilder-
ness-type programs. No attribute changes were significant for
the control groups. Finally, certain additional attributes are
uniq lie to the CLASP groups contrasted to the surviVal and con-
trol groups.

Significant changes for students in hot:. CLASP groups
were identified for five of thu attributes in the Tennessed"Self
Concept Scale listed in Table 1, Four of the attribute changes
unique to the CLASP groups are improvements in Nourolicism,
Personality Disorders, General Maladjustment, and Defensive
Posit ive.

Results of the PONest in measuring Mental health or
self actualization confirm the results from the Tennessee Self
Concept Scale, in that none of the scales showed significant
changes fur the control groups, but five were significant for
both CLASP groups.

Sociological Content Knowledge
The results, shown on Table 2. indicate that the CLASP

program affected significant changes in the students' sociologi-
cal content knowledge as measured by the ILS examination
forms. The control group, a conventional on-campus beginning
course in sociology, had no significant increase between scores
on the pre- and post-forms of the ILS final examination test,

Readmission of Suspended Students
Students seeking readmission Were given their choice

among four methods of-qualifying for readmission; academic
work at another institution of higher education; correspondence
work at Brigham Young University, successful completion of
the survival program, or committee action on appeal.

Adams. Campbeil, A Nord ,ond Se

Table 2
SOCIOLOGICAL CONTENT KNOWLEDGE OF

CLASP AND CONTROL GROUPS AS MEASURED BY
PRE- AND POST-TESTS' FALL SEMESTER 1973

Pro-test 'ost-test
Group N Charrge

x s x S

CLASP I 31 61.6 1.4 69.7 1.5 +8,1 sig.2
CLASP II 30 64.3 1.5 71.0 1.7 +6.7 sig.
Control 86 53.6 2,0 54.8 2.9 +1.2 n.s

!Tests: Individual Learning Syster Inc., Final Exam A. and Final Exam B.
(1st Ed.)

=p<0.05

Thu fact that there was no significant difference in
mean GPA among the foor groups indicates that the four
methods used for readmission were equally successful as
measured by mean CPA, The pri cent of students per group
who obtained an acceptable CPA ler their first semester after
readmission is also listed in Table 3. Again there were no sig-
nificant differences among the four gmups, and the survival
program was considered to be successful io qualifying students
for readmission to the university. The academic success of stu-
dents in the survival program was especially noteworthy since
the program was basically nonacademic and was only 30 days
in duration. If a student does not qualify for readmission other-
wise, readmission through participation in the survival
program could be highly recommended,

Non-Traditional Evaluation
Traditional evaluation seldom considered the students'

feelings and attitudes about their experience in the program.
:scriptive analyses were, therefore, made of the overall im-

pact of the program on student participants in the CLASP
program who were asked to make various comparisons of their
CLASP semester with their hest other- semester. Approx-
irriately 89.7% of the participants rated their CLASP semester
as the best overall semester in their college career, 6.9% rated
CLASP equal to their best other semester, and only 3.4% rated

Table 3
-COMPARMIVE ACADEMIC SUCCESS OF

READMI1TED* SUSPENDED STUDENTS

Optión Selected to
Qualify for Readmission N

X GPA
First Sem.

Std.
Dev.

Cum. X GPA as
of Sum. 1973

% of Group
Successful

Academic Work at
Other College 102 2.'44 .91 1.90- 78

Correspondence Work 58 2,33 .92 2.09 78

Survival Program .

(YL 480) 37 2,45 _80 2.10 76

Committee Action on
Appeal " - 74 2.15 1.08 1.79 70

Readmission*Applicants 1969-1972
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NON-TRADITIONAL PROGRAM

CIASP behnv their hest semester. In addition, tHiaM, rated
CLASP as their best semester for the amount of personal
growth obtained, and gli.ti% rated CLASP as their best
semester -excitement- about learning

. l'he follmving excerpts
are typical responses from students in the wiklerness-type
poigrams.

Suulent:
Tho contrast between my first semester ;Ind CLASP is

ucvrwhictliiiiug It WW4 like going from darkness into
This semester I spent hours in the library going down the
dielves. reading whatever lookeil interesting. doing unit
learning because I was interested and wanted to.
Female Student:

I would spend two or three hours writing in my jour-
nal. .,. I read len books completely and started three
others. . . I never worked so hard and spent so much time in
terms of reading. Never before did (sic) I spend from seven in
the morning 'til nine al night in the librory.

Preliminary Conclusions
The results of the analysis thus far conducted indicate

that students in Wilderness-type programs improved in mental
health more than students in the traditional courses: students in
a wdderness-type sociological program excelled in sociological
content knowledge in contrast to students in the traditional
sociology course: and wilderness-type programs also helped
prepare academically suspended students for successful read-
mission.

Participants reacted positively to thy program and rated
the program as the heta experience in their university life. The
success of adapting wilderness-type programs to some on-cam-
pus departments indicates that successfel adaptation can he ex-
pected, but woold vary according to the given department oh-
jectivm

A negative aspict is the risk of physical casually,
although most groups have reported no fatalities and few or no
accidents. Another negative result of the CLASP program also
appears to he in the ania of -Defensive Positive" on the Thn-
'lessee Self Concept Settle. Further research is suggested to
determine whether this attribute change is desirahle or un-
desirable and whether thr program' should be changed to pro-
duce.more desirable results.

Challenges for Future Evaluation
Additional research is neisled to more completely

define ohjectives of the programs and the techniques for
evaluating their success. Existing tests are often used when il
would be more appropriate to first structure the research ap-
proach to evaluate the program and dam construct appropriate
tests and meaSures.

A major problem in evalaaling wilderness-type
prognuns is isolating the phases uf the program which con-
tribute to a given change in the students' attitude and behavio.
Further research is needed, therefore, to isolate the effective
elements in the program.

Another challenge for the researcher is to identify the
parameters of the various cells in the multidimensional model
for evaluating wildernessdype educational programs. Research
is needed to identify and measure possible unknown in-
fluences of ttu multiphase program, both immediate - and
longitudinal, in the lives of students. Another dimension of
analysis is to examine the effects of motivation generated by the
wiklerness-type program on the students' -academic success
generally. Further research is planned to analyze academie
success of readmitted students who were suspended on
academic failme. Additional longitudinal analyses are also
needed to determine the extent to which changes are retained
by the students over a prolonged period of years and to deter-,
mine the extent to which the changes are desirable.
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A RESPONSE TO THE NEED FOR "META-THEORY ' IN EDUCATIONAL
PLANNING: THE PRECEPTS AND APPLICATIONS OF THE PERRY SCHEMEOF DEVELOPMENT

There is currently evident in the research and develop-
ment literature of higher education a ,need for better measures
of educational outcomes. Given our shills to diverse kinds of
students, leatning environments, and expectations of educa-
tion, what is increasingly required are useful conceptualaframes for evu'ation and planning. Such a framework should
be: (a) broadly enough conceived to transcend the particulars of
programs and institutions, yet richly enough detailed to provide !

differentiation and comparative analyses; (b) grounded in
learning psychology, yet consonant wi-th philosophical and nor-
mative standards; and (c) perhiffisimost important, inteitively
valid to many constituenciegiven the move foward in-
creased participation in planningso that it can be directly
useful to faculty, student, and administrative committees as
well as to reselrrh/development staffs

The work of Perry (1968) of the Harvard College
Ber'eau of Study Counsel provides such a framework. The Per-
ry thcory describes students' developmental processes in a
unique way:- viz., through forms of thought and styles of
establishing values and personal identity. It describes how stu-
dents progress in levels of thinkirg complexity, how that leads
to a merging of knowledge,,and values, and how a sense of
identity is established. It is a clinically based and empirically
validated theory. It is also more than just another description of,
college student development. Because of its logic and thorough-
going detail, it represents a compelling framework for an
'icleal educational process, a normative basis for judging

educational outcomes. It draWs upon, and draws together.
much of our knowledge on both intellectual and personal de-
velopment.

This is the most original work on personality de-
velopment of college students to appear since the
field was founded twenty years ago . . . The
book is an intellecthal effort of the first caliber and
has major implications for the art of teaching.
(Freedman. 1973. p. 117)

This paper has a two-fold purpose: first, to outline the
Perry Scheme of Development in order to promote broader
awareness of a useful analytical framework; and, second, to
describe the applications`and refinements of the Scheme made
by this author and others, including actual and potential uses in
(a) student evaluation,(b) faculty development, (c) instructional
development. and (d) program design and evaluation,

The Perry Scheme of Development
Origins of the scheme. The Harvard Bureau of Study

Counsel is an undergraduate acaderinc counseling unit which
aids students with academic adjustment and study problems. It
has been under the leadership of 'William Perry since 1947.
Over the years Perry and his staff had become impressed with
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-the variety of ways in which students responded to the relativ-
ism which pervades the intellectual and social atmosphere of a
modern university and an increasingly pluralistic society" (Per-
ry, 1971, p.3). How students perceived and assimilated their
experiences, and formed intellectual and personal perspectives
in our pluralistic system of values seemed an important pro-
cess, encompassing, as it did, both academic and personal do-
mains, The desire to describe this process formed the initial im-
petus of their long-range research.

In 1653 Perry and the Bureau staff undertuok the first
of four stages of a project to document students' experiences
and development during their college years. 7.11: first step in
characterizing the variety of students' resp:'.1s. le 'intellectual
and ethical pluralism" was to determine hov . :1 :' 1 ir con-
ceptions ranged. A "Checklist of Educatir 'v: was
designed to identify students' epistemological sir.::Aures;
their forms of thought, the ways they apprehended reality. The
results indicated a conceptual hierarchy raiiging frran ,, level of
right/wrong, black/white -Dualistic- strucHires to more
balanced, contingent -Relativistic" forms of thought . I is,
simpler, forms of thought were expressed in "either/or- terms:
':Ty4th- was an absolute. The more complex forms permitted

--47-exceptions, qualifications, and inconsistencies; "TrUth" was
relative.

T-he project's second phase was to interview a number
of students from the Class of 1958 to elaborate. the "forms of
thinking" framework, and to examine further how students
formulated personal perspectives on knowledge and values.
After repeated readings of a series of longitudinal interviews,
the Bureau stuff "gradually came to feel that we could detect
behind the individuality of the reports a common sequence of
Challenges to which each student addressed himself in his own
particular way" (Perry, 1971, p.8), There could be discerned in
the reports not only a progression in evolving thought forms,
but also a progression in formulating one's personal values and
identity styles. That is, students were seen to change, over time,
in the ways they construed reality: their "forms of thought-
could be seen as stages in a. developmental process, not simply
as fixed pncsonal or cognitive characteristics. Second, and a
vital point, iludents' attainment of a relatiVistic stance was seen
to be a critical step in the process of achieving a sense of per-
sonal identity. Once-a relativistic yiewpoint was attained, stu-
dents perceived that the next logical apd necessary step Was to
make some' commitments or affirmations about themselves.
their beliefs, ideals, identity. The sekction of such areas of
stability (the acts of -Commitment") and the.individual styliz-
ing of their outward expression. and, ultimately, the undertak-
ing of personal responsibilities were seen to round out the pro-
cess of personal identity formation.

The third phase of the project involved the elaboration



Figure 1

DEVELOPMENTAL STAGES OF THOUGHT AND VALUE FORMS
The Positions of the PERRY SCHEME OF DEVELOPMENT

1. Basic Duality

Elaboration of dualistic
framework in order to as-

sinlilate into it perceptions
of diversity

eakdown Of dualistic
framework, substitution
of relativistic frame-
work, intimation-of chal-
lenge of personal commit-.
ment as a necessity of
orientation and identity
im a eolativistit world

Evolution of'style in
personal commitment

World is viewed in.polarities of
richt/wrong, we/they, good/bad..
Knowledge and values are Authority-
bound.

2. Multiplicity Pre-legitimate
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Diversity is perceived in the world,
but is accounted for as unwarranted
confusion or poorly-qualified Authority.

3. Multiplicity Subordinate

Diversity and uncertainty are perceived
as extensive, but only temporary
conditions.

ultiplicity .Correlate; Relativism Subordinate

Legitimate uncertainty, diversity and
frames of reference other than Authority's
are seen as extensive and nen-temporary,

5. Relativism Correlate. Competing or Diffuse
All knowledge and values (including

, Authority's) are seen as contextual and
relativistic. ,Dualism is subordinated to

a special cam

6 Commitment Foreseen .

F(

The need is felt to orient oneself in a
relativistic world through some form of ,

, affirmation, direction or Conird Went.
not simply a blind opposition nor a

submission to Authority)._

7. Initial Conimitment

An affirmation or choice isniade, a'
direction is established in sone area.

8. Orientation_ in Implicationsi of Commitment

Implications of one's.choice, direction
are experienced. Subjective and stylistIC

.

' issues of responsibility are explored.

9. Developing Commitments .

Affirmation of identity among multiple
responsibilities evolves. Commitment

. experienced as an on-going, unfolding
expression of personal values and life-
style.

Retrca :Regression; entrenchment in the dualism

Variations of Positions Two aed Three

Ocape:DIsiemblIng; a denial of the implicatOns
for further growth of Positions Four, Five 40d Six

Temporiling:Pausing; a prolonged delay in any
Positien

Structural Changes
in Outlook .

(the 'Ways of Knowing")

4 :d

Establishing Identity
Through Commitments.

1...the Ways of Being"'
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PERRY SCHEME

of the general scheme into a Chart of Development, a Glossary
of Terms, and a description of each of nine "Positions" or
stages in the Scheme, and three transitional steps. A second,
larger sample was drawn randomly from the Classes of 1962
and 1963; 1P9 students' reports through 366 interviews includ-

, ing 67 complete 4-year reports, were collected by 1963, These
.interviews and the Chart of Development were then submitted
to trained judges who rated them in terms Of the developmental
stages or position%

The final phase of the project was a series of validation
studies funded by the U. S. Office of Education whereby inter-

Judge rating reliability was assessed.-The reliability of ratings
w,as high: judges agreed in independent ratings qf the ,inter-
views far Position at a level of .815 and better (p <..0005).
Other rating and validation techniques yielded similar results-.
(Further teehnical details are availabloin the final report to the
U. S. Office of Education; Perry, 1968.)

. Description of the Positions of the Perry Scheme:
Figure 1 outlines the nine Positions which comprise the Chart
of Development. as 'well as several other ways the theory can
be laid out. Perrys terrninology (in boldface type) may seem
unnecessarily egoteric; the face validity of such terms as
"Multiplicity Correlate," "Relativisra Diffuse," or "Commit-
ment -Foreseen"Js limited, The nine PoSition labels are only
short-hand terms; however, for more cemplex concepts.

It is helpful initially to think of . the nine Positions
grouped into three major areas: the movement from Dualism to
Relativism, the exploration of Relativism, and.the evolution of
Commitments and identity. Movement "up the ,scale" repre-
sents changes in the forres.of thought leading to developing
styles of personal. identity.

The first three Positions deal, with the way intellectual
meaning is ,construed, They desiribe the personal
epistemological frameworks through 'which students perceive
and order knowledge and values. Moving upward through
Positions One, Two, and Three represents a.phase of elaborat-

,. ing and embellishing a dualistic thinking structure in order to
assimilate into .it perceptions of diversity coming from the
"pluralistic universe" outside, The "ways of knowing," or
epistemological forms, are expressed as polarities of
right/wrong, we/they, goctd/bad. Authority is seen as absolute;
there are "Right Answers's to be gained through hard work and
learning "The Right Way," 'Die student may perceive that
things do not fil precisely into one dualistic box or another; but
such encertainties or evidences of pluralism are seen ai'only
tempoldry, or as arising from poorly-qualified Authority
("They don't know their Answers"). Essentially, however, the
forms of thought in these stages portray all knowledge and

, values in "either/or" terms,
The "middle third," Positions Four to Six, represent

the breakdown of dualistic struatures, their gradual replace-
ment by a, relativistic framework, andas the first links with
personal identity formationa dawning realization of the need
to Make commitments or affirmations in the chaos of a world of
Relativism. In these stages, legitimate uncertainly and plural-
lam ("Multiplicity") are recognized, and realms of knowledge,
other than these of Authority are encountered (e.g the
legitimately conflicting "expert views" on the causes and
remedies for economic recession). Thus, both knowledge and
values are seen in relativistic 'terms; context is recognized as a
definer/qualifier of intellectual or moral "Truth," When a stage
of Relativism is 'achieved, however, itis experienced primarily
as a transitional poribd. Tho existential chaos, the "Sophomore
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Angst," of realizing that "life is all gray aro _, there are no cer-
tainties" is an'unstable one.

Coming to Position'Six involveS the realizption that one,-
needs to orient oneself through a series of decisions or affirma-
tions ("Commitments") -which begin to provide bases or-
anchors for personal meaning. These Commitments are
defined in terms of content areas (e.g., one's vocation, academic
activities, interpersonal relations) as well as stylistic-balances
(e,g., narrowness vs, breadth, self vs. other-directedness, con-
temptation vs, action). Commitment does not necessarily imply
obligation nor dedication per the "Sunday School" notion;
rather, it means arriving at some kind of personal affirmation or
certainty in values, identity, or-life-direction in any one of a
number of, areas such as social and moral values, politics,
religion, or intellectual viewpoints.

The flnal three PoSitions aro most clearly understood as
evolutions of personal identity and individual styles. As op-
posed to epistemological "forms," "style" is less clearly, a mat-
ter of structure, more an expression of -balance between corn-,
peting pulls (e,g past vi. future, self vs. others). The tentative
recognition of the need to orient oneself-through Commitments,
part of Position, Six, comes to fruition in the "Initial Commit-
ments" of Position Seven. That is, at Position Six; the making of
Commitments is first discerned, as a reasonable way to resolve
the 'ambivalences of Relativism; at SeVen, an initial Commit-
ment -is actually made. The particular area of choice is an in-
dividual matter; attaining Positon Seven is defined simply as
"making the leap" to a choice. Stylistic, balances are also
further refined as an identity framework is elaborated. "I'M
going to be a lawyer," gives way to "preverty law in my rural
home region, with, local political 'involvement later on. That's
what my direction is. I'll be a man of local action, rather than
one.of very broad impact, or of scholarly contemplation." Once
commitments Of° established and elaborated, the implications
of "responsibility" and ,"involvement"- are explored. Action
and participation, and the -implementation of one's life-direc-
tion,' are key concerns.

The last two positions represent the fuller flowering of
individual life style% "living in". one's Commitments, adjusting
to and accomodating various life activities, such' as vocation,,

eommunity, and social life: Attainment of Position Nine
was seen infrequently,in the Harvard study. It is more likely a
post-college occurrence, possible only in a broader social set-
ting with additional role demand's, .

Findings. The prime thrust of the' Harvard project was
to develop and validate the Chart of Development and Glossary
of Terms. In the course,of that effort descriptive data also
emerged, suggestive of further applications of the Scheme In
1954 the mean freshman Position was Three. Five Years later
entering freshmen were rated at Position 5, Although the most
recent data are not yet fully coded, freshmen of tho Class of
1975 appear to be entering college at even higher Positions. Evi-
dently, students are breaking with dualistic thinking structures
in high school; and are welri into Relativisni by their college en-
try year.

Applications and Utility of the Perry Scheme
As an organizing framework for analysis of several

AM aspects or higher education, the Perry theory Is seminal for
design, planning end evaluation. The following section will
describe some of the actual and the poke-Ilia' sea uf the
Scheme, These examples are by no means Wee' they are
included primarily to illustrate the variety of way. .ee Scheme



can be made operational for rescarch and development pur-
poses.

The general objectives of these projects lie in four
areas: (a) student evaluation, (b) faculty development, (c) in-
structional development, :and (d) program and curriculum
design, and evaluation. Several have multiple and interrelated
purposes which relate to more than one of these areas.

Student evaluation. Tliw most extensive.. attempts to
develop an instrument for assessing students Position have
been undertaken at the University of Wisconsin at Green Bay.%
The Green Bay instrument is a short, -10-item self-rating, and
descriptive scale which produces a Position score. It has been
used to test.277 incoming freshmen in order to "further under.
stand the context in which students are approaching their col-
lege experience" (Hartley, A. C. 1974, p. 8), and to "sensitize
instructors to some of the questions regarding the psychological
context of the educational process . . . " (Hartley, E. L, 1973,
p. 1). Preliminary findings point up implications for curriculum
planning: nearly three-fourths of the freshmen are at a stage of
RelatiVism, Position Five, at entry. They, thus, manifest greater
needs to explore.the possibilities and implications of establish-
ing commitmqnts, responsibilities, and involvement, as op-
posed to breaking with Dualism. It is clear that the design of the,
formal curriculum (e.g.. sequence, distribution) must attend to
this fact.

The Green Bay group is also examining students'
values through the Rolteach Value Survey and are relating
these profiles to students' PositionS on. the Perry Scheme. The
cross-validating and enrichment of their instrument is continu-
ing. The short rating scale is also being used by Perry's staff in
present stUdies of Harvard freshmen; the validity and the
efficacy of aper and pencil instruments can, thus, be further
examined i the:light of Perris more complex interview rating
techniques. \ ,

A tufo year longitudinal and cross.sectional study is
being conducted at Wellesley College to determine the Posi-
tions of 'woinee students.2 Relationships between Position
(forms of thinking, levels of identity) and attitudes toward
teachers and 'learning roles, and the resultant impacts on cur-
riculum and instruction are being examined. As an important
extension to the original Harvard stody the special identity
'problems of women are being addressed. Two senior. psy-
chology"theses'are also utilizing the Perry Scheme in assessing
high school soPhomores and seniors in experimental and con-
ventional serings, again to explore the developmental nature of
thinking forms and identity styles in different settings.

A pilot Project to assess Position among students rang-
ing widely in age' is currently underway at Manhattanville Col-
lege. Relatiorishi_ s between thinking fornis and adult life-
stages and the im_:lications for adult learners and adult educe.
tors are being expIored.3 This represents a moil fruitful direc-
Hon' for extending the Perry theory; i.e., epistemological and
identity development beyond the college years.

This author's Involvement with the non-traditional sec-
tor In postsecondary education has led to a similar interest in .

the age-relatedness of the Perry scheme. It is my contention
that movement "up the scale" need not end at Position Nine,
but that a recurrent cycling through Ihe Scheme, In a spiral
rather than linear fashion, may characterize laterlIfe identity
development, That Is, given now life challenges and situations,
one may go through a progression similar to the Dualism-
Relativism-Commitment sequence more than once. The
progression may be quicker and less intense, perhaps, but
would HWY manifest the same "re-centering" dynamics, 'rho
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work of Levinson (1974) and Gould11972) have provided us
with empirical data rin development related to chronological
age. The links between these refermulations of identity and
fhinking structures certainly bear implications for non-tradi-
tional, adult, and life-long education. Instructional processes
and program design fesi post-college age students are currently
attracting much attention and the Perry theory is being utilized
as a guide .to work in theseareas.4

Finally, the Perry framework can contribute to the pro-
. cesses of diagnosis, counseling, and educational and Career

planning for individual students. In the same way Lhat '-'cogni-
tive mapping" assessments are being utilized with diverse stu-
dents, so, too, might Assessment of students' thinking structures
and identity orientations aid individual counseling efforts. An
existing example' is the manner in which Ottawa University
(Kansas) utilizes the Perry conceptions in assessing sTudents'
educational needs and as a guide to establishing individual
learning contracts.5

Faculty development. In 1974 Wellesley College
received grants from the Lilly and Hazen Foundations to
establish a year.long faculty development seminar related to
revising the college currictilurn, particularly the freshrean
yeare The discussions have relied heavily on the Perry work a's
an organizing framework for analysis and as a base point for
exploring normative educational issues. Reports indicate that
the seminars have been successful in fostering faculty interac-
tion leading to course and Program redesign. Ottawa Univer-
sity, University of Wisconsin-Whitewater, Ithaca College, and
the Massachusetts Institute of Technology are among the
several other colleges to have used the Perry concepts for
faculty development purposes. As a starting point for discus-
sions of important educational issues, it, indeed, has proved
useful framework for focusing faculty pIrmaing efforts.

Instructional development. Perry's theory has been
applied to bah the processes and the content of college teach-
ing. The processes in teaching college level mathematics and
their relationships to students' concepts of knowledge, per the
Perry framework, have recently been examined by Copes
(1974), in a dissertation at Syracuse University, Cepes'. conten-
tion is that the preaentation of the relativistic nature of
mathematics is conducive tri students' developing concepts of
knowledge, and that certain teaching methods may be
employed which reveal the creative and the transcendent
aspects of mathematics. He also has examined tho theoretical
potential of a number of teaching models for creating environ-
ments supportive of such conceptual development. His work, a
dissertation relating Positions to open versus closed learning
styles,7 and a proposed study on teaching effectiveness in terms
of the Perry scheme at the University of Wisconsin-
Whitowatera represent promising new directions in the irri
provement of teaching practices by conceptual rather than ex-
periential guidelines.

Ottawa University's system of learning contracts repre-
sents a combined teaching-advising process which utilizes the
Perry notions as guides to Individual educational planning. In-
tellectual perspectives and readinesi for commitments are con-
sidered In the design, of how and whet to study. The Perry
work also figures heavily in the content of freshman seminars
at Ottawa, as a focus for. discussion and self-examination:The
Perry hook Is also used ail an instructional text in courses on
college students in the Higher Education departments at
Michigan, Syracuse, Buffalo, Minnesota, Massachusetts and
Ohio State, among others,0

Curricular tind program development/evaluation.
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Most of the projects cited above have as their ultimate aim the
irnprovement of academic curricula or educational programs.
The Green 'Bay. Wellesley. Manhattanville. Empire State Col-
lege. Ottawa University, and M.I.T. efforts have utilized the
Scheme of Development as either an analytical framework for
assessing program impact, or as a normative basis for develop-
ing new curricular formats which maximize the educational

,experience.
The Perry theory also provides a valuable starting point

for evaluating existing large-scale programs. A proposal cur-
rently before the Fund for the Improvement of Postsecondary
Educationlo seeks support to develop a state-wide system of in-
stitutional self-assessment. The proposed system includes a
variety of paradigms or models for educational evaluation;
among those of central importance is the Perry framework.

The final illustration of the utility of the Perry Scheme
also represents the first application of the theory outside of the
Harvard Bureau of Study Counsel. In 1969 this author used the
Scheme as part of an evaluation of a large-scale program in-
novation. the University of Michigan Residential College (RC).

To evaluate the impacts of the Residential College, rela-
tionships between students' identity formation and the features
of the RC program and environment were examined. vis a vis
the Perry framework. The features which promoted movement
from Position to Position were derived yam the Scheme, and

were examined in relation to the level and the fouls of stu-
dents' identity development.

Analyses indicated that movement "up the scale" in.
volved, at different points, quite different processes and, conse-,
quently, required.quite different features in a college environ-
ment. Specifictilly, movement in the earlier stages required a
rather nurturant environment which would be inappropriate
and stifling in later stages. Conversely, continued movement in

, the later stages required challenges and competence-testing
which would cause immobility Or retrenchment earlier on.

By.linking aspects of the Scheme to specific features in
a college settingover 75 environmental 'variables are
utilizedlhe first steps at operationalizing the theory as an

,evaluative framework were achieved. (Additional findings on
identity development, sex differences, and program features,
and technical details of procedures and methodology are
reported elsewhere: Heffernan. 1971).

Attempts are currently underwayll to coordinate the
work of those making use.of the Perry theory. As this "invisible
community- of researchers, planners, and evaluators grows, so
will the refinements, instrumentations and applications of the
Scheme. It has been the intent of this paper to further such
cross-fertilization, for there seems no mere pressing a time in
higher education when such conceptual and analytical frame-
works need to be employed,
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ADDITIONAL'
CONTRIElpTEpc PAPERS

RESPONDING TO ZERO GROWTHA MODELS FOR
INSTITUTIONAL SELF:RENEWAL

Gordon William Kingston. AsNistant Director, Center for
Educational Development, University of Minnesony

One of the serious problems confrording higher educa-
tion in this era of adversity is how it might,corninue to promote
change while its taidit lona! sources of stipport are drying up.
Heretofore, change was financed through higher education's
ability to attract additional revel:toes, New ideas were tested
while institutions continued to support existing programs, With

'resources shrinking, higher education must find new ways of
promoting and testing new ideas in response to changing social
needs without the luxury of an expanding resource base, In
1967 the University of Minnesota initiated the first of three
programs which function as internal foundations for educa-
tional development. While not tAiru:eived : specifictilly as
responses to the zero growth phenomonon, it is clear that (114
function to amelierate this problem. This paper describes these
programs and the role they play in promoting change and
renewal within the institution. Also described are the results of
an evaluation of two= of the three prograMs. Among the topics
covered in the evaluation report are faculty acceptance and per- ,

ceptions of the programs. perseverance of funded projectS, and
ihe impacts of the projects upon the faculty.

ACADEMIC PLANNING IN A LAND GRANT
INSTITUTION: PRACTICAL PROBLEMS IN TUITION
POLICY, BUDGETARY POLICY, AND INFORMATION

Stephen A. Hoersu:k, Dim:1On Management information
and Ronald A. Zillgitt, University of Minnesota.

Universities cannot look forward in the future lo regu-
lar and large infusions of new, resourcits like !hiss! limy
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received in the past period of rapid growth. With Ihe passing of
the -bulge" in the college oge population, academic planning
will be increasingly focused on existing resources, Unfor-
tunately. the. early hopes that reallocations within universities
could provide resources for feasibility and revitalization run
against the extremely difficult (in our opiniop, impossible)
problems of measuring relative program benefits. Our concep-
tion of the eivironment of universities in the coming decades is
that flexible resources for academic planning can be reliably
achieved only through improved incentives for efficiency, im-
proved pricing of- services to students (tuition policy), and
negotiation of long-term funding agreements with legislatures.

This paper describes a method of generating uncom-
mitted resources al the University of Minnesota through a com-
bination of (a) tuition policy, (h) long-term legislative agree-
nwnts, and (c) internal hudgetary polit:y, The tuition policy
presented would make tuition rates proportional to program
costs. An econometric analysis of the enrollment consequences
of this policy is presented. The legislative agreement in corn-
bination with the tuition policy would lead to the developmeni
of unimmmitted funds. The budgetary polit:y would provitle im-
proved inceetives for efficiency and would provide a second
sourca of uncommitted funds. Al the same time, the budgetary
policy would reflect the complexity of large universities and the
tradition of faculty autonomy by placing maximum control over
budgetary decisions affecting academic quality with decision-
makers most directly concerned with aciulemic quality. Finally,
the paper discusses the Isinefits and risks of the policies,
problems of information galluiring and analysis, and means of
implementation:

TEACHERCOURSE EVALUATION: A
LONGITUDINAL STUDY OF RESPONSE STABILITY

AND INSTRUMENT RELIABILITY

Charles W. Mi.Calhislor, Coordinator of Artois/ice! Studies,
Michael Collins, Office of Dean of Administration, Erik



Freitag. University of Notre- Dame, mid Timothy /I. Foley,
Xerox Corporation.

Data gathered from the formal evaluation of teacher
competence and course content adequacy further the comple-
tion of many administrative tasks. The role of students in this
evaluative process has corru! to be regarded as crucial: conse-'
queritly, teacher-course evalue!'ons (TCE) by students are now
common college practice. -

Nevertheless, there is little agreement on the weight
properly assigned TCE in the decision-making process.
Although there are persuasive data suggestive of TCE
reliability, the quality of TCE responses is still debated. For ex-
ample, the stability of TCE over time remains largely unex-
plored. statistically, although frequent, unsupported hy-
potheses asgert that student perceptions of teachers and
courses change drastically over the years. The present study is
directed toward Mis problem.

TCE responses of a sample of freshmen in 1971 are
compared with their responses as Seniors in 1974. Of primary
interest are (a) the stability in item-by-item response's and com-
posite evaluation. (b) stability of instroc-tional factors, and (c)
suggestion of a causal model of the TCE pilx:ess in terms of in-
structional and non-instructional inpfits. -

While the present study is exploratory, it is intended to
pointnthe way toward the improvement of TCE instruments and
to suggest ways-in which the qOality of student evaluation may
be better measured.

INFLATION INDICATORS IN HIGHER EDUCATION

G. Richard Wynn. Director of Operations Analysis,
Educational Ventures, Inc, Cedar Crest and Mu hlenberg
Colleges.

This presentation summarizes a recent study of infla-
tion in liberal arts colleges. There are two major foci: (a) the use
of inflation measures in the management of institutions of high.
er education; and (b) how institutional reseanth officers can de-
v'elop specific measures of the inflation affecting their institu-
tions,. Although the study was limited to hard data from liberal
arts colleges. The methodology applies to all types of institu-
tions.

Among the major findings: Liberal arts college inflation
from 1964 to 1973 was 1,6 times that of the Consumer Price In-
dex (CPI) and other general measures. Thus using the CPI as a
proxy far understated the true Imrden that inflation imposed on
higher education. Recently higher education inflation slowed,
primarily at the expense of real wages of employees. Differen-
tial rates of inflation impacting on progradis within an institu-
tion were identified: the implications for internal resource
allocation will he discussed. Factoring out the effects of
wage/price changes, "constant dollarl' growth for higher
education has slowed dramatically. For the colleges studied,
fewer real resources per stpdent were spent in 1973 than in
1970, and the -steady slate" is a reality.

A' Limited and a Comprehensive Model for measuring
Inflation in higher education i3 outlined, Both use the same for-
mula, but differ in the coverage of the -market basket" of items
priced. Specific methods of pricing Au market basket are
diagrammed and discussed. An Institution must resolve the
trade-off between the speed of preparing the Limited Model
and tho greater accuracy of the Comprehensive Model.
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THE RELATION OF DISPARITY IN STUDENT AND
FACULTY EDUCATIONAL ATTITUDES TO EARLY

STUDENT TRANSFER FROM THE COLLEGE OF
ORIGINAL ENROLLMENT

Joan Stark, Chairmen, Department of Higher Education,
Syracuse University.

Educational attitudes of entering students and full-time
faculty at a liberal arts t.:ollege for women were measured by
the Student Orientations Survey (SOS) and the Faculty Orien-
tations Survey (FOS), Attitudes of students who transferred
from the college prior to the sophomore year were similar to
those who remained on dimensions of :educational purpose,
peer relationships, and public position. Attitudes of transfers
differed significantly from remaining students on dimensions
concerned with the process of education and faculty-student
power relationships. The disparity between faculty and student
attitudes on these same dimensions of process and power was
greater for students who transferied than for students who re-
mained. Implications for adapting the curricular-instructional
process to reduce attrition are discussed. Suggestions are made
for extending the study to identify possible relationships be-
tween disparity in faculty-student educational qttitudes and at-
trition at other institutions.

NEW TECHNIQUES FOR PREDICTING AND
CONTROLLING ENROLLMENT

L. Lloyd Snide, Office of Institutional Research, Yoh:
University.

Yale College faces an increasingly complex problem of
predicting and controlling enrollment: For both financial and
educational reasons, enrollment must he maintained at or near
(but never over) the College's fixed capacity level in every
term. Yet the increasing diversity of student attendance pat-
terns has resulted in overcrowding in some terms and vaean-
cies in others. The introduction of a voluntary summer term in
1975.seems likely to exacerbate these problems, Conventional
methods of enrollment planning, based largely on simulation
techniques and trial.and.error estimates of the correct size of
each entering class, offer in7lequate solutions to these
problems.

A mathematical model/is developed'Which uses
limization techniques to deterMine the number and type of stu-
dents that should be admilled each term, given specified
capacity cmstraints and specified assumptions about summer
term enrollment, student ayendance patterns, and degree resi-
dence requirements, By systematically varying these input con-
straints and assumptions in diffnront runs 'of the model, it is
possible to analyze the impact of the summer term and of re-
lated policy changes on fall and spring term enrollment, and to
identify ways to control enrollment in light of these conse-
quences.

The application of operations research me:toting tech-
niques for enrollment planning al other universities is dis-
cussed. The model should be especially .usefal for those
schools considering year-round operation or having a greater
nomber of qualified applicants than can be admitted. Finally,
some of the difficulties encountered in seeing that this type of
"computer-generated policy recommindalions': is actiudly
used by university and decision-makers are examined,
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FACULTY EVALUATION POLICIES AND PROCEDURES
IN HIGHER EDUCATION

Carl H. Hinne, Assistant Professor of Education, University of
Michigan, Flint.

Some institutions have no meaningful written state-
ments on faculty evaluation policy and procedures; other in-
stitutions have elaborate doeuments. All institutions need to
review periodically their policies and ,procedures, written and.
unwritten, to ensere that equity and adequacy are provided.
The question is not whether such review should be done but
rather how it should be done.

The problem is 'that faculty and administrative deci-
sion-makers often feel they do not have time to study
thoroughly even the critically important problem of faculty
evaluation. What can be done to enhance the quality of &lei-
-Sion-making in faculty evaluation policy al the least cosi in
time? This four-part paper provides an ANNOTATED AGEN-
DA for faculty and administrative meetings on faculty evalua-
tion policies and procedures,

. Part I is a list or "map" of specific prOcedural options
among which decision-makers must make informetl'ehoices as
they review or propose.policivs for faculty evaluation. The list
is comprehensive, and the choices' are easily understood.

Part II annotates the- list of proCedural -options with
brief statements of research- findings, of current -university
practice, and of professional opinions throughout the country.
While the annotation is not exhaustiVe, it is reasonably repre-
sentative of major views and events.

Part Ill discusses topics in faculty evaluation which are
not routinely considered in evaluation policy but which should
ibe: faculty work load, proP,ssional status vs. professional
growth, and academic standing.

, Part IV presents or refers to sample instraments which
have been or may be used in various faculty evaluation pro-
cedures.

"IT'S NOT A GIMMICK BUT A MUSTI" TOWARD
ACADEMIC INSTITUTIONAL ANALYSIS

Charles E. P. Simmons, Vice-President for Academic Affoirs,
and Monfred Schauss. Office of Academic A ffairs, University
of Evansville.

The approach will be one to shock and show the need
for greater awareness of management informatiim operating
systems. We will basically deal with the strategy in manage-

.1.ment information systems which becomes invaluable to the
academic vice-presidere, II is the strategy aspect of the manage-
ment systems approaeh which has been, al times, perverted by
individuals or even suborned by those who do not wish lo use
the information they have al their disposal. Along with the
question of strategy is the entrepreneur activity of the ad-
ministration, the question of alternatives. There are options:
there are variables. The clioice must be based on reality, the
myth. Once can model myths. You a ro only as strong in your
options and your variables us the information al your discui-

The roles of the academic vice-president and director
of the computer center become vital to be able.to present to the
faculty in ways they can understand what their particular In-
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dividual productivity is or what the particular activity of the
departtnent is and what the particular activity of the school and
college is. The academic vice-president, having used cosl
modeling and modeling in general, can start with a base and
project budgets, enrollments, and percentages. He, with the
director of the computer center, can even model for the faculty
to see, and most faculty are capable it they ere shown, a
pessimistic budget, a likely budget, and an optimistic budget
through some 20 iterations. You cannot; as some academic ad-
ministrators want to do. take aj)-encil and desk calculator to do
this. You must sit down and-work with a management institu-
tional analysis system. The results can he dramatic at an in-
stitution if they are seeking a reassessment and 11 reaffirmation
of their own goals and are looking toward a new and
revitalized mission,

THE USE OF STUDENT-RELATED OUTCOME DATA IN
DECISION-MAKING: THE EXPERIENCE OF ONE LARGE

PUBLIC UNIVERSITY

Franklin L. Duff, Associate Director. Bureau of Institutional
Research, University of Illinois.

The University tif Illinois has conducted comprehen-
sive mail surveys of its graduates of the past Iwo-years. II now
has machine-readable records for over twelve thousand of its
1972 and 1973 graduates. containing a variety of data concern-
ing the vocational educational experiences and perceptions of
the gradoates concerned.

The paper discusses the ways in which results of the
two surveys of graduates are being used to meet the needs of
various decision-makers within and outside the institution, in-
cluding administrators, special internal task forces, students
and their advisors, and prospective students. This part of the
paper fix:uses in groat part on the steps taken to translate data
from the surveys into terms and formats useful to such groups.

. Some conceptual and methodologieal problems and
issues associated with follow-up studies of student-related out-
comes also are covered, for example, those relating lo invasion
of privtu:y, sensitivity of data. and limitations of the findings.

The paper discusses the importance to an institution of.
an organized program of continuing follow-up studies of the ex-
periences and success of its griuluales. The program developed
at the University of Illinois is cited as nne such plan.

Finally, selected overall results of the University of Il-
linois surveys, especially those applicable to higher education
in general, are presented.

THE USE OF STATISTICS IN PUBLIC POLICY
IMPLEMENTATION: A LOOK AT AFFIRMATIVE

ACTION

Elizabeth A. A bruniowitz and Seine& P. Wong, Senior
Fellows, lnsiita le for the Study of Motto thaw! Policy.
I reward !haver:40y,

Federal emphasis on affirmative action in employment
has elicited from institutions of postsecondary education
plethora of statistical techniques and rationales explaining dm
timployment pattem of the institutions. As a description of the



disparity between the current employment patterns of an in-
stitution and the current available and eligible employies.
statistics are indispensable for the enforcement of affirma
action. Some institutions, however, rely on the probaftlity

- framework as the explanation for their current employrrent
patterns. The transposition of a chance model onto a.life situn-
[ion in which deliberation is the operative norm is `an abuse of.
statistics.

We discuss several crucial issues relating to the use of
statistics in affirmative action and suggest that if statistical tests
are necessary [hey should be simple statistical teSts. We indi-
cate some nonparametric statistical tesLs usable for different
gtages in the employment cycle in an institution of higher
education and maintain that the integrity of these statistical
tests must be upheld in each situation. We consider the
problems nf defining the university of available and eligible
eMployees, and we also deal with some of the prohlems in-
herent in utilization anaylsis, recruitment anti` salary analysis,
and advancement in institutions of higher education.

EVERYTHING THE ADMINISTRATOR REALLY
WANTED TO KNOW

Mary fo Kishel, Planning Analyst. and lames S. Martin.
Monagement Systems. Office of the Vice-President for
Administration, University of Colorado.

The authors contend that institutional researchers.
altheugh relieved of routine data management [asks by avail-
able sophisticated software, are confronted by a new issuein-
formation overload. As stated in the Newman Report, the cur-
rent problem appears to be that "the enormous volume of data
collected often stands in Ihe way of collecting the right data,- A
further dilemma is created by the expanding multiplicity of
data structuring and modeling techniques. Appropriate sets of
transactional data may be collected, Ina without uniform or
compatible classification, and usually without consideration of
output teilitization beyond the unit which generates the input.

The essential expectations of decision-makers,
however, remain constant: a comprehension of the nature of

-the total institution, such that changing issues aml policies may
be evaluated for effects on Ihe status quo and decisions made
which consider the identifiable trends and goals of the relevant
operational components. The decision-maker must be provided
with ti continuous flow of succinct and relevant information,
constituting an "awareness environment," which enables him
to make most daily decisions with confidence, and to know
when and what specific additional data are necessary for suc-
cessful confrontation with unique, "ono lime- decisions.

The authors attempt to identify conceptual and techni-
cal pitfal s encountered in translating hard data into inform, -
lion relevant lo deeision-making. Mere implementation of ad-
vanced technology is insufficient without consideration 'of the
decision.meking environment of [he institution anti the data
utilization objectives of the deeision-mak.ers.

Salient concepts discussed include: (a) the interrela-
tionships between deeision-makers anti their decisions al
various levels:. (b) multidimensional techniques for data /ethic-
lion anti analysis: (c) the prerogatives of decision-makers and
points of participation in systems development: and (d) effecs-
live analytic techniques (sampling, factor analysis, etc.) for
large scale data bases.
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BRIDGING THE INFORMATION GAP: A STRATEGY
fOR INSTANT INSTITUTIONAL INFORMATION

SYSTEMS

Erie Brown, Director. Office Institutional Heseurclm. BroWn
University.

This is_ a Case study of an iustitution which was faced
with information needs that could not Is! met by the current
manual systems. To solve this problem, the institution ele6ted a
different path from die traditional development of automated
data bases. The strategy chosen was to work with offices which
had manual data bases to develop on-line operating systems
using the standard software package available on an academic
computer without additional programming or detailed systems
analysis. The case study deals with the concepts which made
this approach feasible. the actual implementation of this system
in the Office of .Finaneial Aid, the impact on that office anti on
the University management information system, anti the
capabilities for institutional research. An examination is also
made of -the cost implications of using this strategy versus Ihe
more traditional pattern of systems analysis. program develop-
ment. anti operation of a hatch procesSing system. Finally, the
case study examines some of the constraints and problems in-
volved with this type of approach. to permit other institutitms to
make a better assessment of tin: costs and benefits of utilizing
this somewhat unorthodox route.

COMPREHENSIVE DESIGN FOR INSTITUTIONAL
RESEARCH IN SUPPORT OF PROGRAM

DEVELOPMENT: THE OTTAWA EXPERIENCE

Tom Maher, Director, ilesearch and Phinning, Ottawa
University.

This presentation dtsds with an effort to support the de-
velopment of a new educational program through a comprehen-
sive design for institutional researai, Based upon the ex-
preience of Ottawa ,Liniversity. a discussion of the way in
which a small college utilizes information will provide-a frame
of reference. Within this framework. the necessity of various
kinds of information usage will be explored. Ottawa's ex-
perience suggests that information which supprts decade-long
planning differs from the type of information which shapes
year-to-year planning. Another kind of data is needed to enrich
operational decisions. Finally, the altereative roles open to the
academic planner are discussed and the censequences high-
lighted,

SELECTION CRITERIA FOR PART-TIME FACULTY

Suzanne W. Lorsen, Assislont Direetor, Office of lostituthmal
Research, University of Tennessee.

This presentation addresses the results of a survey of
selected state institutions of higher education in the Southeast
regarding the criteria forseleetion and pay-rale basis of part-
time faculty. The institutions represent stale universities and
land-grant colleges. regional universities, and the separate
campuses of multi-co minis institutions, lising the variables ad-
dressed in the questionnaire, comparisons will be presented
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based upon ciaegorization hy type (multi-campus, stale univer-
sity and land-grant, and regional) , location (urban vs. non-ur-
ban), and size of student body.

DETERMINING STUDENT SERVICE NEEDS FOR
CONTINUING EDUCATION STUDENTS

Fred I. Wetzel, Director of Student Financial Aid. Middlesex
Community College;

A ihree-part survey was administered. to Continuing
Education students at Middlesex Community College; Part I
identified demographic subgroups within the Continuing
Education populatien. Part II asked students to judge the pres-
ent and desired importance of 30 student services ebjectives.
Part III provided students the opportunity to select a preferred
total program of student services us well as express a commit-
ment to the program selected;

Demographic characteristics in Part I were analyzed
separately for Iwo groups which showed different frequency of
response to items in Part II ("respondents- and -non-re-
spondents"). The set of reSponses from "respondents- in Part
II was used to generate the median response for the present im-
portance given to each objective as perceived by the students.
Median desired importances were also determined. A
difference value for eaeh objective was calculated. Items elicit.
ing the highest and lowest response rates are discussed. Items
showing the most and least current perceived emphasis are
also discussed, as are items which show the highest and lowest
desired importance. A final analysis deals with items showing
the largest and smallest difference scores.-

In Part III cross tabulations (preferred program versus
financing methods) were developed for both respondent and
non-respondent groups. The interaction of ideal program of stu-
dent services with strength of commitment to the program
(opbrationally defined as student willingness to assume a pro.
portion of the program's cost) is discussed. Following this
analysis, the paper makes recommendations for student ser-
vices program development based on the -joint outcomes of
demographic, objectives, and program selection sections if the
survey instrument.

INFORMATION FOR DECISIONS ABOUT QUALITY IN
GRADUATE EDUCATION

Mary fo Chirk, lieseareh Psychologist, Educational Testing
Service.

This research-in-progress report on efforts to assess
several dimensions of quality in doctoral programs of study
reviews the procedures used to identify important and
measurable characteristics, and sninnuirizes efforts lo'collect
the indicated information from program participants (students,
faculty mmnbers and recent alumni) as well as fnim depart-
mental records. Data collection is taking place this spring in the-
departments of chemistry, history, and pSychology at shout 20
randomly selected universitkis' across the country. The report
gives special attention to apparent differences between dis-
ciplines and between programs with different emphases (e.g
to train researchers, teachers, er practilkmers) in the kind and
quality of information that is availeble, Some possible uses of
the study results fur doctoral program improvement, program
evaluation, and increased inforMation to prospective students
aro suggested,
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AN EVALUATION OF THE IMPACT OF STUDENT
FINANCIAL AID ON THE COLLEGIATE AND POST-
COLLEGIATE ACHIEVEMENTS OF RECIPIENTS AT

WASHINGTON STATE UNIVERSITY

Eric L Jansen, Washington State University.

This study will use a status attainment model to assess
the impact of student financial aid programs on the achieve7
ments of a cohort of freshmen entering Washington State
University in the fall of 1970-71.-We will examine the effective-
ness of financial aid in reducing the links between the students'
ocioeconomie origins and their collegiate achievements, early

occupational attainments, and earnings. This study can serve as
a prototype for the continued monitoring and subsequent
evaluation of the effects of financial aid programs at-rother cam-
puses. The resulting model will assist institutions in the effec-
tive allocation of limited student aid funds, enable schools to
demonstrate the impacts of their student aid programs, and pro-
vide support for their requests for rands from governmental
and private sources.

THE TREND TOWARDS MULTIVERSITIES: A CASE OF
INCOHERENT HETEROGENEITY

Gerhard W. Ditz, Professor, Department of Sociology and
A nthropology, Eastern Illinois University.

Assuming that the ongoing recession in Higher Educa-
tion requires major adjustments, the proposition here is that
significant amerliorative changes could he made by institu-
tionally reducing the multiplicity of competing goals, conflicting
policies, heterogeneous hinctions, which characterize the
American "Multiversity." The main target of the critique is the
historically identified trend in American Higher Education to
institutionally anialgamate liberal with vocational goals. This
amalgamation is projected as the major singlecause of other in-
congruities,' which confound our postsecondary education
system; contradictions between egalitarian and elitist princi-
ples, bureaucratic authority-structures. Thu educators who,
together with the students, are the principal victims of the cur-
rent education crisiS may profit from the here-presented argu-
ments by considering, that the cure of the malaise in Higher
Education may require structural-functional changes rather
than waiting for an improvement in enrollment, funding,. and
other visible indexes of the crisis,

INFORMATION GATHERING PROCEDURES FOR
CURRICULAR DECISIONS

Glenn E Nyre, Evaluation and Truining I sfitute, University
of California al Los Angeles.

A process by which ideas and information can be
gained from a wale range of constituents and dm results of
which can be submitted to evaluative ptlx;edures relative to
curricular medificalien is currently being undertaken by the
Evaluation and Training Institute far die School of Dentistry al
UCLA, The setting in which the project is taking plum is sec-
ondary to the procedures being used, as it dental school epprox-
heaths a microcosm of an institution, with divisions, specializa-
tions, and a diversity of styles, methods, and content ranging
from psychological und sociological considerations to almost



mechanical- skill tasks. The processes are applicable to any
level or situation in education. Additionally, it is not a singular
model. but avails itself to many modifications depending on the
typos of decisions to be made and the institutional dynamics in-
volved.

To assure that there is a realistic relationship between
exposure within and performance outside the academic selling,
measumbld outcome goals focusing on what the graduates will
actually he doing once Ihey have left the institution have been
formulated for courses, sections. divisions, and the total School,
Students, faculty and graduates all had input into goal formula-
lkin by means of faculty development workshops, faculty-stu-
dent-graduate dialogues and a modified delphi technique. The

'same prucesses were used to establish an on-going prix:edure
by which the attainment of the goals can be measured. With
maximum input al all stages from all of the School's constituent
groups, the curricular decision-making process was ac-
complished l'Azith a much wider range of inrormatien and
shared responsibility than is typically available.

AN OPTIMAL FACULTY ASSIGNMENT MODEL

K M. Hussain, Professm Department of Computer Science
New Mexico State University.

In resource prediction models used in planning for
higher education (like CAMPUS & RRPM). an implicit assump-
tion is made that faculty are substitutable within an administra-
tive unit. Within such a unit. the shortages of faculty are
balanced against the overages. This does result in inaccurate
predictions for administrative units (departments) where there
is little or no such substitutability (which is often the case). This
problem can be overcome by using a Faculty Assignment
model such as discussed in thii: paper. In il the structure of the
model will be discussed along with its uses and limitations.

There are two important byproducts of this model. One
is its use Mahe departmental level in the simulation mode. It
could then generate the faculty resource consequences of
different planning strategies such as different mixes of faculty
ranks, faculty leaching assignments, and faculty preferences.
Such uses will be briefly discussed.

1. Faculty Tenure, Commission on Academic Tenure
1973. pp. 50-51.

Another byproduct is the calculation of the Faculty
Teaching Relevance Index. This index.could be used as a cri;
terion in evaluating faculty not only for promotion and tenure
bul also in hiring arid retrenchment. The construction of ibis in-
dex- is discussed along with its use and possible misuse.

The data requirmmints of the model are also discussed.
The basic data is the Indnced Course lAiad Matrix used by most
planning models.

SELF-SELECTION DURING ADMISSIONS:
INVESTIGATING THE IMAG,U OF A COLLEGE

A iniris Gra ink I1 eseim:11 Group for I lotion Development
and Eilutoll000l Policy, Stole Uoiversity of Now York at

,
Stony /Wok,

Perceptions or imags. of a (silk:go can Frei uently be a
strong influence in the admissions process thal is beyand the
control of admission officers, Traditional forms of communica-
tion from college to prospective student, do not intervene in the

channels of communication by which college reputations and
images ale transmitted. A methodological for investigat-
ing a college's image is presentml. Preliminary work, which
can be undertaken with interviews or semi-structured open-
ended questionnaires, should first establish the global aspects
of ihe image if these are not already known_ When this is ac-
complished, the image emi be investigated with the tools of
survey analysis. Background or demographic variables can be
collected either from :Omission files or fnnn the questionnaire

The Leith al feature of the questionnaire is a list of college
attributes or characteristics which speak- directly to the inslitti-
lion's image. ResPonse to each attribute is made on a a or 4-
point scale. When constrmaing the seale and writing the in-
structions, it is very Unpin:I:int to combine both the perceived
fact of an institution (its image) and the evaluation that respon-
dents make of that perceived fact. These items are then treated
as the ind,pendent variables in a step-wise multiple regrassion
analysis: tabular analysis can also be done, ir desired. What is
Ilken as the dependent variable can vary with the institution
and its unique problem. If the problem is large numbers of ml-
mittisl students who decline, then the dependent variable
shauld be the admit-accept/admit-decline dichotomy: if a

declining admissions pool. then the dichotomy between those
who apply for admission and those who do not should be de-
pendent.

EVALUATION OF THE PSYCHOSOCIAL IMPACT OF
COLLEGE PROGRAMS: A RESEARCH EXAMPLE

Alan Waterman. Department of Psychology. Trenton Slate
College.

The evaluation i,f m is/alive educational programs at
small liberal arts colleges is usually carricd ant in either ef two
ways. In instanws where grant Monies are available. elaborate
Study projects may he conducted under the dinietion of outs We
research staff. Whore such funds are lacking. the evaluation
may consist of little more than the iiolleclion of impressionistic
data al the conclusion of the project_A third type of procedure
is described which rinplires minimal expenditures and in-
volves the active participation of interested campus personnel.

Briefly aulline(I, the proce(ture entails the following:
I.) Identification should be mmIc of Ilie personnel on

campus with research skills in the areas of student
development and/or program evaluation.

2.) One or more of these individuals should lie invited
la participate in the planning of the new program
so Mal the plan for evaluation can develop as an
integral part of Ow pnram itself.

3,) The tasks (if data collection and suhsequent scar-
ing can be carried eul hy the project staff, other in-
terested campus personnel. i.vork-stu(ly stu-
dents following suitable training.

4,) The nalysis of the data should be carried ina
under the dii"oclion of lho jirogram evaluators and
may involve computing center personnel lir work-
study students.

5 Finally, the tasks of repert writing and dissmnina-
lion (if the results may invalve the participation of
any nr ihn individuals active in the praject mid its
evaluatiim.

A study af the psychosocial impact of a living-learning
center al I lartwick Colleg serves as an example of Ihis pro-
cedure in aperation,



A HOME FOR INSTITUTIONAL RESEARCH:
ACADEMIC VS. ADMINISTRATIVE

Molly Broad, Director, Office of Institutional Research.
Syracuse University,

Offices of Institutional Research often divide into two
types corresponding to the seemingly disparate cultures of
academic affairs and administrative operations. The more
prevalent link with administrative operation rvfleets the cur-
rent emphasis on external reporting functions, internal atria
collection, aqd fiscal retrenchment. The immediacy of such in-
stitutional concerns often overshadows the qualitative concerns
and approaches of academic administrators.

Yet, most efforts to articulate a role for Institutional
Research which is common to the academie-administrative
cultures fail tOrappreciale the extent to which these two speak
different languages. perceive different goals, and value
different conceptions of a university. As a result. an OIR may
search in vain for a least common denominator, or in the other
extreme for a way to translate the prevailing concerns of one
culture into the other. The perspective of this paper is that a
Gestalt of each culture, rather than a focus on overlap, is what
,is required: that an ,OIR should operate much like a two-way
ethnographer rather than a bilingual relayer.

Finally, there is a brief examination of several specific
attempts at integrating such diverse administrative problems.
In the case of PPBS. there have been many failures. Our own
experience offers, if not- some positive conclusions, some
hopeful signs.

NEW DIRECTIONS FOR ADMINISTRATION
(A REDEFINED BOARD)

Marvin Z. Zulwr, Barrister-at.Law, flyers-- Polytechnicul
Institute.

Boards ,of Governors hire Presidents, the administra-
tive staff, and the faculty. Their policy determines which stu-
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dents may be admitted and which may not. All of these people
may therefore be indebted to the Board.

From personal observation with respect 1.a community-
colleges there does not appear to exist any particular science of
administration, but rather a hodgepodge of ideas garnered from
business, secondary schools: and universities without the
benefit of much analysis as to how well these ideas relate to
present problems. The traditional line-staff administrative
organization patterns with emphasis on a unity of command are
inappropriate in these schools.

if you relinquish certain rights in the decision.-making
process to students and faculty. does this leave the governing
body without appropriate authority? Barnard defines authority
as "the extent to which one individual within an organization
will accept the directives issued by ancither.- Simon discusses
the relationship of-authority as one which "involves power to
make decisions that guide the actions of another."

As a postsecnndary school instructor I have sometimes
res wed the traditional concept of authority which relies upon
the assumption of a superior-subordinate relationship in deci-
sion-making, and so also, I might add, do students.

The trend today seems to he away; from simplistic no-
tions of authority, Le:. the stereotyped organizational chart, to

_ that of group decision-making. Early researchers such as
Maslow, McGregor. Herzberg, and others concerned them-
selves with human needs and a hierarchy of such needs. Many
of the dysfunctionirfaspects of a bureaucratic model would be
eliminated if we assumed that the primary focus of professional
staffs should be upon problem-solving rather than coordina-
tion.

What about the hypothesis that authority is delegated
upward rather than flowing downward? Boards may be edu-
cated by a wise president or manipulated by ailever president.
The administration may influence a board, but legally and in
fact. Boards are not responsible nor accountable to their ad
ministrative officers.

Who then iii:ommunity college Boards represent? The
students? The faculty? The community?
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